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:NT:RCM:CT:ON

In response to serious concerns about the dramatic

increases in college and university costs, the Department of

Education solicited proposals in May 1987 for innovative projects

"which explore means of cost reduction or containment not in

general use but which promise significant cost savings, whether

accrued in the short-term or the long-term." The solicitation

for College Cost Containment Projects also gave emphasis to those

approaches which improve the quality of higher education and

which can be transferred to other institutions or groups of

institutions. The approach being developed by the Washington

Research Library Consortium (WRLC) promised significant benefits

in addition to cost savings for its member institutions. Among

the expected benefits of the WRLC are improvement in the quality

of academic instruction and research and the implementation of a

comprehensive model which is transferrable to other consortia.

When the WRLC was formed in the mid-1980s there was a clear

need to counter the trend of increasing costs for managing

information and to improve library and information resources and

services in support of research and instruction. The WRLC was

therefore designed to contain or reduce capital and operational

costs in several broad but clearly defined areas, to enhance the

quality of education and research at its member institutions, and

to serve as a model for other consortia. The original members of

the WRLC are The American University, The Catholic University of

America, Gallaudet University, George Mason University, The
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George Washington University, leorgetown UniYersity, Mar/mount

University and the University of the District of Columbia.

The Final Report for the College Cost Containment Project

describes the ovganizational structure and purposes of the

Washington Research Library Consortium, identifies the cost

containment issues addressed by the project, and offers the WRLC

solutions to these issues. There are benefit analyses of

projected capital investment and operational costs for WRLC

programs, when actual costs and cost savings are known or when

they can be estimated. Descriptions of the various approaches

under consideration and discussions of the major cost factors are

given in those cases where information on costs and cost savings

are not yet available for programs to be added in later phases.

The Articles of Incorporation and Bylaws for the Uashington

Research Library Consortium, a profile of the WRLC, cost

estimates for database creation, and a successful application to

the NEH Preservation Program are appended to the report.

THE WASHINGTON RESEARCH LIBRARY CONSORTIUM

Formation and Mission

A new service, distinctive in concept and unique in its

combination of interrelated functions, was proposed in early 1984

by the Library Council, Consortium of Universities et the

Washington Metropolitan Area. The Library Council, comprised of

the library directors of the Consortium member universities, had

implemented a sizable number of traditional cooperative programs.

By mid-I984, however, it had become evident that it would be

2
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necessary to form a new orzanization with invci7ement cf

university administrators if plans for largb-scale and complex

programa were to be realized. Both the concept for a research

library consortium and a proposal for a detailed planning study,

which delineated the major programs and a plan of work, were

given full support by the library directors and the Consortium

Executive Committee. The Executive Committee of the Consortium

of Universities, which had an instrumental role in the formation

of the WRLC, consists of the Chairman, Vice Chairman, Secretary,

and Treasurer of the Board of Trustees, the President and Chief

Executive Officer, the remaining &?( Officio Trusteas (Presidents

of the Participant and Associate Participant institutions) and

two Public Trustees.

There has been general agreement from the earliest stages of

the project that the primary goal of the Washington Researcn

Library Consortium is to support the enhancement of research

access. This goal has evolved to include the provision of direct

benefits to faculty and students. A mission statement, based on

these goals and their shared institutional interests, was

approved by the WRLC Board of Directors in May 1988:

The mission of the Washington Research Library Consortium is

to p:ovide an enhancement to the existing library and information

resources and services for its participating institutions.1

From the mission statement it is clear that WRLC was created

to augment rather than to replace existing resources and

services. The success of the WRLC has been seen to depend, in
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part, on the ability f the participating institutions to meet

acceptable levels of support for their primary clienteles as well

as consortial obligations. With this objective in mind, the

university presidents have agreed that each of the universities

will continue to be responsible for maintaining a certain level

of financial support for existing library and information

services. This commitment is of particular signiticance because

the concept and plans for the WRLC call for a high degree of

interdependence among the universities.

2grgpses and Proarams

The initial working paper for a research library consortium,

issued in March 1984, included a set of purposes or objectives.2

These purposes have remained essentially unchanged, although they

have been augmented in keeping with the evolution of the WRLC

goals and have been recast as a more specific set of interrelated

programs, as follows:

1. A common data base of library information

2. A program of enhancements to other library and information

resources and services

3. A communications network linking the universities

4. A coop erative collection development and managemert program

5. An information and document delivery service

6. A preservation program

7 . A storage program



These programs, as defined zy the WRI.C, are designed to

offer solutions to a number of cost containment issues which

confront not only the participating universities but individual

institutions and groups of institutions throughout the country.

The four cost containment issues addressed in this study, and the

specific solutions proposed by the WRLC, follow sections on the

organizational structure and financing of the Washington Research

Library Consortium.

Orgqpizational Structurv

After the conduct of the planning study and completion of

other formative steps, the Washington Research Library Consortium

was incorporated as a non-profit corporation in the District of

Columbia in March 1987. The Articles of Incorporation for the

Washington Research Library Consortium and the Bylaws for the

WRLC, adopted by the Board of Directors at its May 1987 meeting,

are attached as Appendixes A and B. The Bylaws and Articles of

Incorporation have been included as model legal documents for

similar organizations.

As specified in the Artic14s of Incorporation, the sole

member of the WRLC is the Consortium of Universities of the

Washington Metropolitan Area. The WRLC Board of Directors is

elected annually by the Consortium of Universities; the elected

Board members have thus far been the presidents of the eight

participating universities. In recognition of their significant

and continuing role, a representative from the university

librarians was subsequently added to the Board of Directors.

5
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This representative is elected from among tnelr membership by the

WRLC library directors.

An Executive Director, selected by the Board of Directors,

is the chief administrative officer and president of the

corporation. Paul Vassallo, former Associate Vice Presldent for

Computer and Information Resources and Technology, and Professor

of Library Services at the University of New Mexico, was selected

for the position, effective March 1, 1988.

As part of an effort to involve other constituencies in the

advanced planning and implementation of the WRLC, the Board of

Directors has established a number of committees: an Advisory

Committee of Library Directors, a Faculty Advisory Committee, an

Advisory Committee on Computing and Telecommunications, and an

Advisory Committee on Fund Raising. In addition, two important

technical committees, comprised of representatives from the

participating libraries, have been formed: a NOTIS Implementation

and Applications Advisory Committee and an Advisory Committee

Collection Development. The organizational structure, a list

goals, and information on the member libraries is provided in

Appendix C: A Profile of the Washington Research Library

Consortium.

on

of

Financing of the WRLC

Funding has been secured and will continue to be secured

from a combination of sources. The importance of the WRLC for

the metropolitan area was demonstrated when a number of local

foundations contributed sizable amounts for advanced planning and

6
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stnrtup. During 1985-86 mcre than $400,000 was awarded to the

Consortium of Universities for purposes related to the WRLC.

These funds have been used for salaries and wages, consultant and

legal fees, office equipment and computers, software, record

processing for five of the participating libraries, service

bureau computing charges, and general operating expenses. In

June 1987 a contract in the amount of $97,624 was awarded by the

U. S. Department of Education for a College Cost Containment

Project to develop and disseminate a cost-benefit analysis of the

WRLC model. In October of the same year, twenty acres of land

were donated by Trince Georges County for the construction of a

central facility. During 1988 federal grant awards were received

for a detailed study of preservation needs and for development of

an interlibrary loan component for the WRLC online integrated

system.

The financial plan for the permanent WRLC office and for the

implementation of the common online system and other programs is

based on two principles. The first of these, that member

institutions will share the annual operating costs of the

consortium, was accepted in principle at the beginning of the

project. In August 1987 the library directors proposed a cost-

share model for the equitable sharing of operational costs. This

model apportions 60% of the operating expenses on a coequal

basis; the remaining 40% of the costs are allocated on a

proportional basis, derived from an index used by the Association

of Research Libraries. The model, which acknowledges the equal

7
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commitment of the participating instituticns raccgnizing

their variances in size and prospective use of WRLC services, was

adopted by the Hoard of Directors for implementation on January

1, 1988.

The secund principle reflects the limited resources

available to the participating institutions. When possible,

capital expenditures are supported with funding obtained from

external sources. The potential benefit of this approach became

apparent when federal legislation in support of the project,

including an appropriatiJn of $6.702 million, was passed by

Congress and signed by the President in Deceiber 1987. However,

the release of these funds was delayed when the WRLC was

subsequently informed that appropriated funds would be withheld

until technical changes were made in the authorizing language to

more specifically earmark the funds for the Washington Research

Library Consortium. To date, efforts to revise the language have

not been successful. As the appropriation is available urmil

expended, work has continued toward release of the funds to the

WRLC, as intended by Congress.

In the meantime, the Consortium of Universities and the WRIJC

are cooperatively working on the development of a fund-raising

plan which will be presented to their respective boards. This

capital campaign will seek to raise $16 million over the next

three to five years. It is anticipated that funding will be

secured from a combination of sources to include individual and

8
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corporate gifts, grants from private foundations, and a tax-

exempt bond issue.

Cost Containment issues

The multifaceted approach of the WRLC has been designed to

address a number of cost containment issues as well as to fulfill

its mission and goals. These issues, of concern to all colleges

and universities, are:

1. The need to reverse the trend of increasing costs for

providing access to library materials.

2. The need to reduce the cost for storing library materials.

3. The need to reduce the effects of increased costs for

maintaining and improving collections.

4. The need to reduce the costs for preserving collections.

The following sections of this report will describe the

programs which are being developed by the WRLC as appropriate

solutions to these cost containment issues. Each of the sections

is introduced by a background statement which places the related

programs within the context of WRLC development. Although the

issues and programs are described in a sequence, it should again

be emphasized that all of the programs are inextricably linked.

ACCESS TO LIBRARY MATERIALS

Dadwound

Since the initial concept paper, a common data base has been

seen as the essential tool needed for the accomplishment of WRLC

objectives and programs. By fall 1985 it was apparent that most

9
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of the local systems at member libraries wculd so:n Oe obsolete

or would require major and costly upc;radcz. This situation

provided an exceptional opportunity for breaking the

noncorresponding cycles for the replacement of local systems,

usually required at five to seven year intervals. A concurrent

exploration of fund raising strategies, iiiiticited by the

Consortium of Universities, offered the prospect of extern

financial support, essential fr,r the replaceaent of the diverse

and incompatible local systems with a common system.

The favorable circumstances lor a collaborative project were

formally recognized by the library directors at a November 1985

meeting when they agreed to purchase a fully integrated system,

rather than a more limited public access cacalcg as previously

envisioned, provided funds were made available by the

universities or from outside sources. rhe librarians further

agreed to employ RMG Consultants, Inc. to guide the consortium

through the design of an RFP and the evaluation of solicited

proposals. It was decided that all of the participating

libraries would install the public access catalog and

interlibrary loan modules of the selected system. The

acquisition of other modules was left to institutional decision,

with a signed understanding that modules of the WRLC system would

be acquired when it was time to replace local system components.

A Project Review Group, comprised of representatives from

the eight participating libraries, was formed in January 1986 to

work with the acting project director and the consultants. By
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early Marct the group had issued a request for prouosal and a

requirements report to six vendors of online integrated systems.

After an intensive review and evaluation of the four received

proposals, the group submitted its report to the library

directors with a recommendation that NOTIS be selected as the

consortium system. In July 1986 the report and recommendation

were accepted by the library directors and a contract was

subsequently negotiated with NOTIS Systems, Inc.

NOTIS (Northwestern Online Total Integrated System) was

originally developed by the Northwestern University Library. The

application software package is now marketed and supported by

NOTIS Systems, Inc., a wholly owned subsidiary of the university.

The software package operates on IBM hardware configurations and

supports all of the major library functions. NOTIS is one of the

leading systems, particularly for academic libraries, and has

been installed at a sizable number of research libraries.

WRLC central staff, gradually added since August 1987, and

two committees!, the System Implementation Group (January 1987-

February 1988) and the NOTIS Implementation and Applications

Committee (May 1988-) have played instrumental roles in planning

WRLC implementation of the NOTIS system with priority given to

the cataloging/public access catalog module. Substantial work

has been accomplished, including design of alternate hardware

configurations and telecommunication networks, determination of

tape editing standards, selection of a common barcoding standard,

and initial processing of bibliographic and authority control

11
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records for five of the partici=ants. The definition of tables,

modifications to public screen displays, and other tasks

necessary for the implementation of NOTIS are in an advanced

stage of progress.

During the last quarter of 1987, the NOTIS software package

and a generic database were installed at a time-sharing service,

Litton Computer Services, for testing purposes preparatory to

installation on the WRLC computer. A subset of bibliographic

records from five of the libraries was subsequently loaded. With

the availability of a multi-institution environment, the WRLC

staff has been able to prepare and test the NOTIS tables which

support the cataloging end public access catalog modules. Other

software packages, to be installed and made operational by 1992,

include the public access catalog and cataloging function for

staff purposes, acquisitions, and circulation.

Considerable attention has also been given by the WRLC to

retrospective conversion of bibliographic records not in machine

readable formats; to the preparation and loading of the WRLC

union list of serials, local reference databases, and external

databases; and to the improvement of physical access to library

materials. The following programs will be described as they

relate to cost containment issue one (the need to reverse the

trend of increasing costa for providing access to library

materials): 1) the shared automation system and

telecommunications network, 2) database creation, including the

collaborative conversion of all bibliographic records to machine

12
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readable form, 3) provision of access to other databases, and 4)

informa%-Lon transfer and document delivery.

Automation System and Telecommunications

The primary WRLC solution to the ongoing trend of increasing

costs for the provision of access to library materials is the

reduction of costs for bibliographic access to consortium and

other resources through a shared automation system and

teleccAmunications network. Prior to the planning stage for the

WRLC, seven of the libraries had already acquired five different

and incompatible systems. This diversity, combined with the

incompleteness of most of the local systems, has made it

impossible to realize shared objectives for coordinated

collection development and the improved sharing of library

resources. With implementation of the WRLC/NOTIS system and an

advanced telecommunications network these and other objectives

can be achieved. A number of the benefits and capabilities to be

offered by the collaborative system are given in a section

following descriptions of three alternative approaches and their

corresponding costs.

Costs for the WRLC Wild Alternative Systems

The capital costs for a WRLC NOTIS system are comparable to

or less than hardware, software, and site modification costs for

local system replacements or the installation of NOTIS systems at

member institutions. The one-time costs for database creation,

which are essentially the same for each of the three options, are

13



discussed in a section fol:owing the presentation of costs and

benefits.

As noted above, it can be assumed that all of the libraries

will need to replace their existing systems within the next five

years. An exception is Marymount University which would need to

convert from a manual to an automated system. Based on

information obtained from March 1986 and January 1989 surveys of

estimated costs for local system development as well as

representative upgrade proposals from member libraries, it would

cost .the WRLC institutions between $200,000 and $750/000 each to

replace their local systems with minimal turnkey systems. On

average, the cost for the new sys4-ems would be approximately

$500,000 for a total outlay of $4,000,000 for the eight

institutions. It should again be emphasized that several of the

libraries would find it difficult to finance the addition of

modules not now installed or to replace aging or obsolescent

systems. More significantly, the enhancement or replacement of

existing systems will not achieve the objectives or provide the

benefits which can be realized only through a common system.

A second option, the installation of NOTIS on an

institution-level basis at the member libraries, would provide

each of the institutions with a fully-integrated system. NOTIS

also has a number of desired features which became apparent in

the system selection process for the WRLC. The system hardware

is standard; the software is flexible and can be modified to meet

local requirements. NOTIS supports networking/ and the

14
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organization offers financial stability and creative leadership.

The local implementation of NOTIS wotild also enable the WALC

libraries to communicate with each other and to realize a limited

portion of the benefits which can be more readily achieved

through a common system.

There are, however, a number of serious deterrents to this

approach. NOTIS is not a turnkey system. The number of

experienced programmers and other technical support staff within

the libraries is limited. As a consequence it would take more

effort and time, in the aggregate, to implement NOTIS on a

decentralized basis. Secondly, the development of local systems

would make it more difficult to achieve the benefits which can be

derived from a shared online system including cost containment

through cooperative collection development and the sharing of

library resources. Finally, the capital costs for the individual

implementation of NOTIS at the universities will exceed those for

the WRLC.

The best source for the determination of implementation

costs is the NOTIS Confiauration Guide, issued in January 1989.

Included are three representative but detailed configurations

which closely resemble those required for the WRLC

For each configuration there are item breakouts for cer:tral site

hardware, terminal-related hardware, and software. The first

configuration uses the smallest family of processors. It

supports 50 terLinals and accommodates 150,000 biLliographic

records. This configuration could support integrated systems at

15
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Gallaudet and Marymount. The second configuration has enough

space to support 450,000 bibliographic records and is appropriate

for American, George Mason, and the University of the District of

Columbia. The third configuration is intended for large academic

libraries with considerable terminal and storage needs and is

appropriate for Catholic, George Washington, and Georgetown. The

cost for the eight mbmber universities would be:

Configuration 1 2 @$395,690 $ 791,380

Configuration 2 3 @$616,130 $1,848,390

Configuration 3 3 @$941,355 $211;$1.065

Total $5,463,835

According to esti..ates provided by the libraries, they will

need support for 719 terminals. The above configurations have

been costed for 728 terminals, with sufficient operating system

capacity for 1,250 terminals. Site preparation and the

installation of telecommunications have not been included in

either of the above models. Even if these costs are modest and

the costs which apply only to a central system are added, the

projected capital costs for the WRLC are attr2ctive, particularly

when the advantages of the centralized system are kept in mind.

The five-year capital costs for the WRLC system, taken from a

January 1989 income/expenditure model, are as follows:

16



It=
Five Year
Totql

Computer hardware $2,947,076
Computer software 777,118
Computer room and HVAC equipment 184,000
Cost of land 2,300
Office equipment 75,500
Terminal installation 34,800
Office telephone system ,2Z.5_00

Total $4,043,294

The computer hardware costs include an IBM 4381-21 with

upgrades to a 4381-23 and a 4381-92E, a total of 35 Gb disk

storage, tape drives, and high speed printers. The software

includes MVS/XA with VTAM and RACF with upgrades to VM/XA and

MVS/ESA plus a variety of applications and microcomputer

software. An estimated 2,000 square feet of space will be

required for the computing facility at $90 per square foot for

capital construction costs; an additional $4,000 has been added

for modifications. Land costs, which are described more fully in

the section on materials storage, have been calculated at the

rate of $1.15 per square foot.

In summary, the projected capital costs for the WRLC system

are nearly identical to the estimated aggregate cost for

replacing the local systems and more than $1,400,000 less than

the total for local NOTIS systems. The comparisons are even more

favora.ble if the costs for site preparation, telecommunication

installation, and office equipment are added to the totals for

the other alternatives.

17

2, 2



System Benefits and Capabilities

The first module of the automation system to be made

available will be the common database of library information.

This database, or online union catalog, will be the most

important component for faculty, students and other system users

as it will provide end-user access to consortium library holdings

through public access terminals, and, eventually, through local

area networks, distributed terminals, and remote access.

The concurrent implementation of the cataloging module will

enable libraries to add new records and holdings as soon as the

public access catalog is operational and to maintain the WRLC

database in a cost-efficient manner. Other modules, to include

circulation, acquisitions, and serials, will be installed in

accord with a schedule to be developed by the WRLC. Attention

will also be given to authority control, installation of new

versions and releases from NOTIS, upgrades to central facility

hardware and software, the provision of access to other

databases, and enhancements to the telecommunications network.

Among the many benefits which will result from implementation of

the WRLC automation and telecommunication systems are the

following:

1. Users of the WRLC catalog will have online bibliographic

access to the holdings of all of the participating

institution libraries. At the time of the initial database

load it will be possible for system users to access records

for approximately 2,200,000 volumes. With the addition of

18



other records to be processed and the completion of

retrospective conversion, the database will have records

for more than nine million items including five million

cataloged books. There will be an increase in access from

six-fold to fifty-fold, depending on the present size of the

%ome institution library.

2. Numerous surveys and other studies have shown that users

greatly prefer online catalogs to manual catalogs. There

have been several recent studies which conclude that online

catalogs also result in measurable benefits. A carefully

designed study at Vanderbilt University led to a conclusion

that its online catalog "had a statistically significant

effect in reducing the amount of time required for a search

and in increasing the probability of success in finding a

known item."3 Use of the NOTIS union catalog feature, which

provides access to additional holdings at Vanderbilt

divisional libraries, resulted in an "unequivocal gain in

the availability of known items."4 A follow-up study has

concluded that increased familiarity with the online catalog

has resulted in a significant drop in average search times

and improved retrieval.5 It is reasonable to assume that

the WRLC catalog, with its millions of records from eight

university library systems, will be of inestimable value..

3. With respect to database organization, NOTIS users may

select from a number of options. The WRLC libraries have

selected the single institution group/multiple processing

19
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center option. As a result the online public catalog will

provide index-level dispfays which identify all holding

locations for a title, thereby facilitating access to

consortium holdings, as well as full bibliographic record

displays which are library-specific, thereby enabling the

participating libraries to retain their catalog integrity.

Patrons will be able to identify campus and consortium

holdings with minimal effort; at the same time the libraries

will be able to use the cataloging module with minimal

changes to existing procedures.

4. The automation system and communications network will

provide the necessary tool for other consortium programs,

including cooperative collection development and contractual

interlibrary lending.

5. With the shared automation system it will be possible to

readily control and locate library materials which are moved

.to or ftom the central facility or which are acquired

jointly and housed at the center.

6. Each of the libraries can provide access to selected NOTIS

system files, at predetermined security levels. Through the

use of this feature it will be possible for authorized staff

at other WRLC libraries to determine item status. Access to

on-order and in-process records, in conformity with policies

and procedures to be determined by the WRIC, will

significantly improve the potential for an effective

collection development program. A decision to provide
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access to selected circulation data will enable library

staff and users to determine if desired-items are in

circulation or have been temporarily removed from the

circulating collection.

7. With few exceptions, the libraries have not automated most

of their basic functions or have modules which are no

longer cost-effective. Implementation of the NOTIS system

will provide dramatic benefits for nearly all of the

libraries.

8. The WRLC telecommunications net/fork, to be linked to campus

local area networks, will be a major enhancement to library

and information services. It will soon be possible at most

of the universities to access the system from departmental

offices and other key locaticns. Dial-up access from

personal computers is also being planned. The distributed

catalog will save students and faculty an incalculable

amount of time and expense. As an example, Georgia Tech

reported that its distributed information system produced

estimated savings of $1.2 million in faculty time in 1987.6

Again, it can be assumed that benefits from the WRLC system,

in the aggregate, will far surpass those of single

institution environments.

9. In time, the best investment for the institutions and the

WRLC may well be the communications capability. Substantial

effort has been devoted to the complex technical and

political issues related to linkages between the WRLC



network and local area networks and ccnsiderable progress

has been made toward resolution of these issues. Although

data transmission is the primary concern at this time, the

additional capabilities offered by an integrated voice-

video-data communications network are being explored.

Lehigh University's multi-drop video classroom, called the

Distance Learning Network, provides a completely interactive

capability in the remote delivery of education. The Lehigh

University network also serves as one ixample of the

potential benefits of advanced communication networks.

DffitAbooe Creatics

The WRLC has initiated work on the creation of a common

database, in preparation for implementation of the online

integrated system. A number of significant tasks have already

been accomplished, including bibliographic extraction and

database preparation for records through mid-1987 from five of

the libraries, creation and testing of a pilot database, adoption

of a common barcoding standard, and shared planning for

retrospective conversion. The balance of the tasks are being

plarned in detail. They will be completed prior to the

availability of the system or in keeping with a schedule to be

developed.

The joint creation of the database is a major element in the

implementation of the WRLC/NOTIS system. It has required the

close involvement of WRLC staff and the NOTIS Implementation and

Applications Committee. As a result, the WRLC will have a truly
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common yet flexible system. Another benefit, of great value to

the participating libraries, is WRLC cost-sharing for barcoding,

database preparation, and retrospective conversion. The division

of costs will enable the libraries to undertake projects which in

most cases would not have been possible without the WRLC. The

following sections will describe program costs for database

preparation, retrospecttve conversion, and barcoding. More

detailed information on project costs is contained in APpendix D.

Barcoding

WRLC objectives for resource sharing and NOTIS system

constraints have necessitated the adoption of a common barcoding

standard. After a review of the options, the Advisory Committee

of Library Directors accepted a recommendation from the WRLC to

adopt Codabar as the common system. Several of the member

libraries had previously initiated conversion to Codabar which

has been widely adopted by academic libraries. The WRIC has

estimated that it will cost $.13 per title for materials and

labor. The projected costs for barcoding of the collections are:

nstijip Volumes Cost

American 305,000 $ 39,650
Catholic 1,043,000 135,590
Gallaudet 186,000 24,180
George Mason 312,000 40,560
George Washington 1,170,000 152,100
Georgetown 622,000 S0,860
Marymount 82,000 10,660
UDC 220.0Q0 aRA122

Total 3,940,000 $512,200
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Retrospective Conversion

From the beginning of the project it was realized that

access to consortium holdings would be considerably enhanced, and

user satisfaction increased, if all records were converted to

standard ma&,ine-readable formats. Fortunately, all of the

libraries except George Mason and Marymount have participated in

OCLC since 1975. During the past few years, George Mason and

George Washington have converted nearly all of their remaining

recordz, and Marymount has completed a retrospective conversion

project under contract 'with CAPCON, the regional bibliographic

network. Partial conversion projects have been undertaken by

American, Gallaudet, Georgetown, and the University of the

District of Columbia. As a result, more than two million

bibliographic records are available in OCLC-MARC formats.

Approximately 9721000 records have yet to be converted,

including the pre-1975 records at Catholic University, sizable

quantities of pre-1975 records at Gecrgetown and UDC. and an

estimated 137,000 records at the other WRLC libraries. Many of

these records are for infrequently used but valuable materials or

materials in nontraditional formats. All of the participants

agree that online bibliographic access to these records will

enhance research and scholarship and facilitate many of the WRLC

programs, including traditional interlibrary loan, a new

consortium loan service, and collaborative collection

development. Although the benefits of retrospective conversion

are apparent, several of the WRLC member institutions are unable
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to fund the full cost of retrospe.7tive conversion and it is now

extremely difficult for libraries to finance these projects fram

outside sources. Therefore, one of the objectives for the

federal appropriation and the capital campaign is to secure one-

half of the funding needed for retrospective conversion of the

remaining bibliographic records.

A number of project alternatives have been explored. The

one which appears to be the most cost-beneficial, in terms of

total cost, staff requirements, and hit-rate, is the OCLC

Microcon service. Microcon is a batch retrospective conversion

service which uses rent-free IBM PC-compatible hardware. Search

keys and local data are entered onto diskettes which are sent to

OCLC for conversion.

CAPCON, the regional library services organization to which

six of the WRLC member libraries belong, has estimated that it

will cost an average of $1.25 to convert the remaining titles

through Microcon. The Microcon charge per record is $.40 and the

estimated labor cost is $.85 per record. The project would be

undertaken through a group contract wich OCLC, CAPCON, or another

vendor. The estimated costs for all titles not yet converted are

as follows:
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Insti -ution Tites Total

Ameri an 80,000 $ 100,000
Catholic 460,000 575,000
Gallaudet 40,000 50,000
George Mason 2,000 2,500
George Washington 15,000 18,750
Georgetown 200,000 250,000
Marymount 0 0
UDC 175.000 218.750

Total 972,000 $1,215,000

Database Preparation

The creation of records for the NOTIS system consists of two

basic steps, bibliographic record extraction and database

preparation. ''Irte records are extracted from OCLC-MARC tapes

under contract wi CAPCON, FEDLINX (for Gallaudet), and SOLINET

(for George Mason). These records are then prepared under a

group contract with BNA according to WRLC specifications. As

previously noted, the majority of the records from American,

George Mason, George Washington, Marymount, and UDC have already

been proce=sed. Based on charges received from BNA and the

nee:works, the cost per record for extraction and preparation is

$.15. The projected costs for database preparation are:

Institution Records

American 91,000 $ 13,650
Catholic 572,000 85,800
Gallaudet 133,000 19,750
George Mason 39,000 5,850
George Washington 46,000 6,900
Georgetown 510,000 , 00765
Marymount 6,000 900
UDC 185.000 27.750

Total 1,582,000 $237,300
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The database creation expenses for the WRLC member

institutions are elaborated in Appendix D. This appendix gives

detailed cost estimates for retrospective conversion, database

preparation, and bar coding. Database preparation and

Tetrospective conversion charges are calculated primarily on a

per unit basis. This applies to CAPCON/LSSI charges for recold

extraction, NOTIS and BNA charges for tape processing, and

OCLC/vendor charges for retrospective conversion. As a

consequence there would be a comparatively small if any

difference between the costs for database preparation and record

conversion if undertaken by the libraries or if done through the

WRIZ. Therefore these cost elements have not been explicitly

compared.

Provisiom of Access to Other patOgses

Installation of the automated system will give WRIC an

opportunity to provide access to materials and information other

than the bibliographic holdings of its member libraries. Access

to local reference and external databases may be through NOTIS or

through other software and command languages supported by the

consortium. Thus far, the most attention has been given to the

WRIc union list of serials, although some planning has been

devoted to the provision of access to other local databases and

to shared access to databases which are not available on a

reasonable cost basis through commercial services.
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union List of Serials

Since 1985 a union list of serials database has been built

on OCLC by eighteen participants: the eight WRIC university

libraries, Howard University, the six university law school

libraries, Mount Vernon and Trinity Colleges, and the Wesley

Theological Seminary. The union listing project was initiated by

the Consortium of Universities and transferred to the WRLC in

October 1988. It is administered under contract by CAPCON, the

regional bibliographic network. By January 1989 the union

listing database included 43,660 titles and 78,430 copy-specific

hcildings statements.

The WRLC will purchase the union listing database from OCLC

and process the extracted records under contract with BNA.

A serials union list loader, available from NOTIS, will then be

used to add the records and holding statements to the WRLC

system. Thereafter, union listing records will be added and

maintained through WRLC terminals and/or the NOTIS serials

overlay package. This approach will offer many advantages over

the severely limited access now available which consists of a

handful of OCLC public access terminals and periodic offline

products in a microfiche format. Among these advantages and

benefits are: 1) the database will be available as an integral

feature of the WRLC NOTIS system, 2) records will be retrievable

through a variety of access points using standard NOTIS command

language, 3) records will be in full MARC format, 4) the only

development costs are the union list loader, OCLC record
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extraction, and tape processing charges, and 5) the libraries

will not have to purchase special purpose equipment or provide

instruction for users.

The one-time cost of the serials union list loader is

$5,000, which includes the serials overlay package. OCLC/CAPCON

record extraction charges are based on unit pricing. The current

BNA processing charge is $.0125 for each title and holding

statement. Assuming the present database, the one-time costs for

a WRLC/NOTIS union listing capability would be:

NOTIS union list loader $5,000
OCLC/CAPCON charges 5,152
BNA processing charges 1.525

Tccal $11,677

Member libraries will save OCLC/CAPCON charges for record

creation, maintenance and use. At present, these costs are

approximately $9,000 per year for the eight WRLC participants.

Offline products, if needed, can be derived from the WRLC

database, resulting in a further saving of $10,000 per year now

being expended for OCLC record extraction.

Local and External Databases

At present, the WRLC libraries offer partial and variable

access to the large array of databases available through online

searching and the newer storage technologies. Although some

costs are recovered from users of the database services and a

number of group contracts have resulted in modest savings, there

are substantial costs for equipment, maintenance, and staff time
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as well as ongoing expenditures for vendor charges and

telecommunications. Among the storage technologies, CD-ROM has

several advantages and is popular with users. There are,

however, a number of drawbacks to CD-ROM, including equipment

costs, limits to data base size, limitations on concurrent use,

and hours of access.

Since the earliest planning stages of WRLC there has been

the potential for an alternative which would expand access to

information while containing costs: use of the shared online

system to access reference databases and, through gateways,

external databases. Although NOTIS did not offer these

capabilities at the time it was selected for the WRLC, it has

since adopted a new corporate direction with an emphasis on

knowledge management. The first of the solutions to be developed

by NOTIS is the provision of access to reference databases

through the online public access catalog. These databases are

purchased and maintained by the library or consortium. A

database selection module, including a multidatabase interface,

has been added to the NOTIS system. The databases which are thus

far being supported by NOTIS are MEDLINE and Wilsonline.

Among the benefits of the new product are cost reduction,

reduced staff demands, expanded access using regular NOTIS

terminals, full NOTIS indexing, and easy customization. Other

reference databases will be made available by NOTIS. It should

be possible for the WRLC to realize significant savings,

depending on NOTIS product costs and the usage levels for online
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services. other capabilities, to be offered by NOTIS or made

available by the WRLCo include access to local databases, the

addition of non-bibliographic files, access to journal articles,

gateways to commercial services, and interconnections to other

library databases and research information files.

Information Traomfer andANocument_Delty'rv

With implementation of the online public catalog and ready

access to the common database, there will be a dramatic increase

in the demand for books and other materials held by the WRLC

member libraries. The addition of converted records, union

listing records, and local raference files will augment the

database and increase the need for improved access to materials.

There will be further demands after the deposit of library

materials and joint acquisitions in the central facility, but the

availability of the center will also provide an exceptional

opportunity for the introduction and implementation of advanced

solutions to information transfer and document delivery.

Interlibrary loan standards and policies, direct borrowing

privileges, delivery service, and other traditional programs for

the sharing of library resources have facilitated access to

member library holdings. Some of these programs will be

retained and improved. In the aggregate, however, they are

clearly insufficient to meet the needs and expectations which

exist in the new environment. To meet this challenge the WRLC

will add new programs during an inizial implementation phase and,
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concurrently, will plan and test new solutions which will shift

the emphasis from physical to electronic delivery.

Some preliminary steps have already been taken which provide

a basis for improving physical access to the WRIC library

collections. In October 1985 the Consortium Library Council

adopted a policy manual for a proposed loan service. This

service was designed to facilitate the sharing of total library

resources while distributing library use in an equitable manner.

The manual will have to be reconsidered in light of developments,

but it does offer suggestive directions for the efficient sharing

of library resources by a large clientele.

An Interlibrary loan demonstration project, currently in-

progress at George Mason University with financial support from

the Higher Education Act Title II-D Program, has as its goal an

automated interlibrary loan interface for NOTIS. The elements of

the design were included in a task force report from which the

policy manual was derived. If the demonstration is successful,

it could result in a much-needed interlibrary loan module for the

WRLC and other NOTIS users. An immediate step to improve

resource sharing was taken during the fall of 1988 when

telefacsimile machines were acquired for the WRIC office and each

of the university libraries. In addition to interoffice

communication, these machines are used for the rapid transmission

of journal articles requested through interlibrary loan.

A scheduled delivery service, now operated under contract,

will be reviewed on a periodic basis. To meet changing needs

32

37



over the next three years, the contracted service will be

expanded or the'consortium will purchase vehicles and operate its

own delivery service. During this initial implementation phase

the WRLC will modify other physical delivery programs while

moving toward electronic delivery on a gradual basis. By the

third year it is expected that WRLC will have the software

capability to support electronic mail and expert system

applications. A combination of technologies in support of full

text and document image processing will be tested, to include

scanning, optical storage and retrieval, laser printing, and

high capacity communications network. As appropriate, the WRLC

will also initiate projects which test the use of video

transmission. By 1992 the WRLC will be in a position to assume a

leadership role in information transfer and document delivery.

STORAGE OF LIBRARY MATERIALS

Backargling

The pressures for space and the need for an affordable

alternative to conventional library storage were primary reasons

for the formation of the Washington Research Library Consortium.

By July 1989 the member library holdings will be more than

5,100,000 volumes. At ten volumes per square foot, the accepted

standard for conventional storage, the current storage

requirement for the WRIC collections is 510,000 square feet. An

average of 125,000 volumes are being added each year. Within

five years there will be need for an additional 62,500 square
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feet; within ten years the storage requirement will exceed

630,000 square feet.

Fifty to sixty percent of net assignable space is nos-tally

allocated for staff, users, and service areas. At most, half of

the available space should be used for housing collections. The

total library space now in use within the WRLC is only 832,000

net assignable square feet, far short of the immediate need. As

a consequence, all but one or two of the libraries have crowded

working conditions, insufficient seating, and stacks which are

filled to capacity. Among the short-range options, compact

shelving and on campus storage are being used to a limited degree

by several of the libraries. These are expensive alternatives,

however, and much of the on campus space is substandard for

library storage.

The usual solutions for the longer-term, expansion or

construction of library buildings, are no longer acceptable

options for most of the WRLC member institutions. Space is

limited and therefore valuable on the urban campuses. With

library construction costs averaging $120 per square foot in the

Washington, D.C. metropolitan area, it would cost $18,000,000,

exclusive of land and at current rates, to build 150,000 square

feet of additional storage space. At theee rates the WRLC

institutions can no longer justify the construction of

conventional storage space for library materials. 7he only

possible exceptions are the one or two institutions which have
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yet to build a library of even minimum adequacy for their primary

clientele.

The need to reduce the cost for storing librarl materials

is the second of the cost containment issues whicn is being

addressed by the Washington Research Library Consortium. The

solutions offered by the WRLC will alleviate or eliminate

institutional requirements for capital intensive library

facilities. These solutions are: 1) the reduction of c4;Utal

expenditures for the storage of library materials through the

construction of a joint facility, 2) the use of new technologies

for storing and retrieving library materials, and 3) adoption of

policies and mechanisms for the efficient selection, control and

retrieval of stored materials.

Construction of a Joint Facility

Since the initial concept for the WRLC, the proposed solu-

tion to the collective space problem has been a common facility,

located on inexpensive land outside of the urban center, modular

in construction, and designed specifically for high density

storage. The facility as planned will be an integral component

of the total WRLC program. Resources located at the center, like

those at the campus libraries, will be available on an equal

basis to faculty and students. Deposited and commonly owned

materials as well as those held by the member institutions will

be fully accessible through the online public access catalog.

Retrieval from the center will be turther enhanced through
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automated control of the depository collections, :torage

technology, frequent delivery, and document transfer.

There is general agreement within the WRIZ that a

substantial portion of the total collection is little used and

should be transferred to the joint facility. The facility will

also provide a central location for materials to be acquired in

common thraugh gift or purchase. Those materials which have been

placed in the center will be retrieved and delivered to the

requesting library or individual within twenty-four hours.

In a series of studies, conducted in the 1930s and 1940s,

G. K. Zipf found that a small number of

a high percentage of word occurrences.

plotted, the result is a characteristic

Zipf subsequently applied his principle

activities and found it to be generally

1960s, Zipf's law amd distribution were

large number of library activi'zies. It

words in text account for

When total word usage is

hyperbolic distribution.

to a wide range of

applicable. During the

successfully applied

was demonstrated, as

to a

anticipated by the law, that twenty percent of the typical

library collection accounts for approximately eighty percent of

the circulation. Conversely, the least-used twenty percent of

the collection receives less than une percent of the total use.

For planning purpose.-1 the WRLC has calculated that it will be

cost-efficient to transfer twenty-five percent of the collection

to the central facility or 1,575,000 volumes by 1999.

If twenty-five percent of the combined collection of

6,300,000 volumes is transferred, the quantity of material to be
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stored at the main university libraries will be approximately

4,700,000 volumes by 1999, some 400,000 fewer than the 1989

storage requirement. It should therefore be possible to avoid

mi.-campus library construction for a minimum of ten to twelve

years, and indefinitely if the continued transfer of little-used

materials and the emerging developments in information storage

and transfer are taken into account.

Another primary benefit of the proposed solution, in

addition to the avoidance of on-campus construction, is

the low and affordable cost of remote, high density storage.

The estimated cost for the construction of on-campus buildings to

house 1,575,000 volumes is $27,787,500. By conparison, the

projected cost for a standard high density storage area, similar

to the University of California Northern Regim.al Liblary

Facility, is $4,787,620. The comparative costs for the two

options have been derived from the following model:
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COST COMPARISON OF WRLC CENTER
AND ON-CAMPUS BUILDING CONSTRUCTION

MS-210/2 EBIre_LIZER
YAM= Oa= 22tEr MIME OM= ME

Volumes:

Volumes in WRLC
Percent little used
Vols. to be stored

Vacs:

Vols. in 100 sq. ft.
Space required

Sq. ft. cost of land
Sq. ft. building cost
Building costs

Wokstacks:

Vols. per linear foot
Expansion facbar
Linear feet needed
Linear feet per
double faced sectian
Price per section
Cost of shelving MAIL.= 018,750

6,300,000 6,300,000
25% 25%

1,575,000 1,575,000

1,000 3,100
157,500 50,800

$50 $7,875,000 $1.1n
$220 $16.1.222220 $75

$26,775,000

10 20
20% 0%

189.000 78,750
42 60

$225 $700

$58,420

$2.&1112A50
$3,868,870

Total costs $27,787,500 $4,787,620

With the consortium option the percentage of savings for

materials storage is 82.8%. All of the quantitative and cost

data for the above model have been obtained from WRLC statistics,

standard sources on library space planning, and knowledgeable

indivi uals. The cost of university land varies from a low of

$30 per square foot to a high of $70 a square foot; $50 per

square foot has been used as an average. The value of the

Collington Center land hag been placed at $50,000 per acre or
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$1.15 per square foot. only 1.163 acres will kle needed at the

wRLC location for the initial phase of the storage area.

A large portion of the savings derive from lowered building

costs. The average per foot building cost for academic libraries

in the Washington, D.C. metropolitan area is approximately $120:

the projected cost for construction cf the WRLC center is $75 per

square foot. It should be noted that construction costs are

considerably higher in the urban center where two of the major

universities are located.

Uther savings are attributable to the relatively simple

construction requirements for the common facility and to storage

density. In the above model, the greater storage density at the

center is achieved through efficient utilization of space (e.g.,

minimum aisles, long ranges, elimination of user space), stack

units with nine nr ten shelves, the use of size categories, and

elimination of the 20% expansion factor needed for efficient

shelving in conventional libraries. Double shelving, as at the

University of California facility, is used to increase storage

density and the number of volumes per linear foot. As noted in

the section on storage technologies, far greater densities and

lower space requirements can be achieved through the use of

innovative approaches now under consideration by the WRLC. The

availability of the central facility will also provide other

benefits in addition to the avoidance of university capital

construction costs and the reduced cost for remote storage:



1. The transfer of little-used materials to the central

facility will relivre overcrowding and imProve access in the

library bookstacks. Collections will be easier to use, and

expensive shifting of the collections will be reduced or

eliminated

2. The repository will have appropriate storage for

audiovisual materials, microforms, and other types of

library materials as well as for books and serials.

3. Member libraries will be able to store unprocessed materials

at the center on a space available basis

4. The WRLC will recover a portion of its operating costs

through the rental of space to member libraries and, in

accord with a policy to be adopted, to non-member

institutions.

5: Because of its modular design and modest capital

requirements, it will be possible to expand storage capacity

at the central facility in less time and at less cost than

would be possible at the universities.

6 . Preservation guidelines and procedures will be established

for the WRLC. Transferred materials will be examined,

treated as appropriate, and stored in a controlled

environment. Deposited materials will be stored under

better conditions than is practicable at most of the member

institutions.

Another option, the construction of a high density storage

facility at one or more of the member institutions was given
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consideration but rejected. Although a local high density

storage facility would provide the benefits of a remote facility

as well as the advantage of proximity to stored materials, there

are a number of serious drawbacks to this alternative:

1. At an average of $50 per square foot for university land,

the cost of the 50,800 square feet needed to build :Ugh

density facilities for the storage of 1,575,000 volumes

would be at least $2,540,000. The estimated value of 50,800

square feet of the donated land in Prince George's County is

only $58,420. The actual cost of land needed for local

facilities could be far higher if buildings were constructed

in a central location or on an as needed basis as the per

square foot costs at George Washington and Georgetown

Universities, two of the urban libraries in need of the most

space, are already in excess of $75 per square foot.

2. The amount of space available at the campuses is severely

limited. In some cases it may not be possible to expand

existing buildings or to build high density storage

facilities on university land.

3. The capital cost per square foot for the construction of

local high density storage facilities will be less than the

estimated $120 per square foot for traditional library

space. It is probable, howeJer, that capital costs would be

20% to 50% more than the estimated $75 per square foot for a

remote facility. There are numerous cost elements for on-

campus construction (e.g., campus planning requirements,
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site modifications, relocation of utilities) which will not

be incurred for the joint facility. The design and

construction of the WRLC facility will be basic and similar

to existing high density storage facilities. These are

unlikely to be acceptable for on-campus buildings, which

will increase planning and architectural costs.

4. The cost for planning and constructing two or more storage

facilities on the campuses, if eventually needed, would

exceed the costs for the expansion of a modular building at

a remote location.

5. There are substantial cost-savings and benefits if the major

WRLC componenta--the online system/ materials storage/

collection development, preservation--are closely integrated

at a central facility. The easiest and least expensive way

to achieve this objective is to build a common, multipurpose

facility at a remote location.

A number of important steps have been taken toward the

realization ol a joint facility. In October 1987, Prince

George's County donated twenty acres of land to the Washington

Research Library Consortium. This parcel of land, in the

Collington Center Development, has been valued at $800,000 to

$1,000,000. Seven of the eight WRLC institutions are within

twenty miles of the site, which is conveniently located and

adjacent to major access routes. With the availability of land

and the prospect of capital funding, the final draft of a

preliminary functional building program was prepared in mid-1988
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and issued on September 16. The detailed program gives

specifications, special requirements, and spatial relationships

for each of the center's areas and functions including the data

center, preservation facilities, and high density storage. This

document has provided an excellent foundation for exploratory

discussions. Two older documents, the October 1985 report of a

Task Force on Policies for the Selection, Organization, and

Retention of Materials in the Cooperative Center and a brief

policy manual adopted in November of the same year by the

Consortium Library Council, are still useful for the formulation

of needed policies and mechanisms.

Technologies for Storing and Retrieving Materialg

As part of the planning process for the center, the WRLC is

exploring recent developments in physical storage technology and

giving consideration to storage technologies beyond the physical

item. There ire two recent approaches to the physical storage of

library materials which hold great promise for the WRLC. Both of

these approaches use microcomputer systems to control the stored

materials and achieve exceptional storage densities, thereby

saving labor and construction costs. The first of these, the

miniload automatic storage and retrieval system (AS/RS), has been

incorporated in.the draft WRLC facility building program. This

system and structure are based in a well-established material

handling technique used by industry. With an AS/RS, structural

support for the ceiling and walls of the storage facility are

provided by metal racks approximately 40 feet in height. The
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racks are subdivided into numerous 2' by 4' bins. AS/R machines,

controlled by computer software and electronics, are used to move

the bins between the racks and an operator work station.

Miniload automatic storage and retrieval systems are reliable,

with an average uptime of 98%. An AS/RS can be connected to

online catalogs and circulation systems and has sophisticated

capabilities for gathering and organizing stored materials.

Because of shelving height and storage density, it is possible to

reduce the square foot requirements to approximately 8% of the

amount needed for conventional storage and 35% of the total:for

the more conventional high-density storage used in the WRLC cost

model. The structure and storage density of a miniload AS/RS

make it possible to secure the collections and assure proper

environmental conditions.

A four aisle system of 12,000 square feet will store

approximately 1,400,000 volumes. At an estimated $3.00 in

construction costs per item stored, the miniload AS/RS system is

attractive when compared to the $12 figure for conventional

storage in the Washington metropolitan area.7 Based on studies

done by the California State University for a prototype

installation at the Northridge campus, the operational costs may

also be one-fourth of those for academic libraries.8

Another approach was implemented in 1986 by The Harvard

Depository, Inc., a wholly owned subsidiary of Harvard

University. The Depository, planned and managed by the
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university, is operated under contract by a records management

firm, Iron Mountain Group, Inc.

The storage area at the Harvard Depository is a single

story, modular cube on a specially designed concrete slab.

Thirty foot shelving units are configured from floor to ceiling.

The shelving is six feet deep, with two 36 inch sections back to

back. Materials are stored in cardboard book trays of various

sizes, which allows books and other items to be shelved by width

as well as height. The 18" trays are shelved double deep on the

36" shelves, at right angles to the shelving. Battery powered,

driver-on-board pickers are used to access the stored materials.

The planning for physical security, environmental

protection, and inventory loss protection has been exceptionally

thorough. There are detailed requirements for storage

containers, fire safety construction, alarm and detector systems,

air quality, climate control, and building maintenance. The

storage area is left dark to protect against light exposure,

except during operation when there is a low level of ambient

illumination. A computerized inventory system and bar codes are

used to control the retrieval and return of stored materials.

The capital cost for the Harvard Depository was $1.8 million

or $2.2 million with the cost of financing and land. The capital

costs per volume were $1 and $1.30, respectively, and the annual

operating cost is well under $1.00 per volume stored.9 For a

building under construction at Ohio State, modeled after the

Harvard Depository with a storage area for 1.6 to 2 million
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volumes, the total project costs will be $3.3 million. This cost

includes separate office, reference, and work space for the

university archives and photo archives. It is estimated that the

capital cost per volume stored at full capacity will be $1.45 to

$1.70, excluding only the costs for the archives administrative

area.10 With the Harvard model the capital costs are 20% to 35%

less than for conventional high density storage or automatic

storage and retrieval systems. The decisions to be made by the

WRLC on the construction of the storage area and the use of

storage technology will be influenced by a number of factors

including site considerations, the availability of contributed

land for the initial phase and subsequent modules, desired

storage density, the experience of similar facilities, and the

cost efficiency of available software for the automated control

of stored materials.

policies and Kgchanismp tor,Katerlals Stctrage

The common storage of library materials will be further

enhanced through the adoption of legal documents, policies, and

procedures. These instruments will facilitate operations and

thereby reduce costs for the selection, organization, and

retention of materials. A key element in their formulation and

implementation will be the availability of the WRLC/NOTIS system.

The linkages among organizational structure, the online

integrated system, and the central facility will enable the WRLC

tc develop a model solution for the storage of library materials
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from multiple institutions. Among the documents and procedures

which will be written and adopted by the WRLC are the following:

1. Legal documents regarding the ownership, possession,

insurance, and return of materials transferred to the

central facility.

2. Policies and procedures for the transfer of materials

to the facility and from the facility to the owning

library.

3. Policies, standards, and procedures for the

bibliographic control of materials located at the

center.

4. Guidelines for the organization and physical

identification of materials.

5. Policies and procedures for the circulation of

materials from the center and for on-site use at the

center.

6. Policies for the retention of last copies or the

transfer of their content to another format.

A number of specific approaches which are intended to

improve cost-efficiency have been mentioned in the report or have

been given preliminary consideration. These approaches include

library cataloging and barcoding of stored materials in accord

with WRLC guidelines, barcoding by item number and shelf

location, arranging materials by date of receipt, using size

categories for the shelving of various types of material,

intershelving of monographs and serials, and monitoring the use
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frequency of stored materials with a view toward returning items

which are too-frequently circulated.

MAINTAINING AND IMPROVING COLLECTIONS

BackgTouDd

Improvement of library support for academic programs and

research interests and acquisition of a combined collection of

far better quality than the individual library collections are

among the primary goals of the WRLC. The more specific

objectives which relate to the strengthening of resources are the

implementation of a cooperative collection development program,

the reduction of unnecessary duplication, and the effective use

of financial and other resources. Although the realization of

similar goals and W'jectives has proven elusive for most

consortia, the WRLC has an unusual combination of attributes and

capabilities which will enable it to strengthen library resources

and to offer solutions to the third of the cost containment

issues: the need to reduce the effects of increased costs for

maintaining and improving collections. Among the attributes and

resources of the WRLC are the following:

1. An infrastructure which includes policy makers at the

highest university levels, offering authority and support

not available to the numerous consortia which consist solely

of library members. The organizational structure of the

WRLC has clear and direct relationships between the Board of

Directors, the Executive Director, the Advisory Committee of

Library Directors, and a Faculty Advisory Committee, all of
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which have essential roles in the development of library

collections.

2. Legal instruments, including the Articles of Incorporation

and Bylaws, which give specific recognition to the provision

of staff and resources to develop, maintain, and administer

a cooperative academic and research collection.

1 A concept for cooperative collection development and the

sharing of resources which gives emphasis to the creation,

in effect, of one library from many. This "liA.,rary"

consists of the collections held by the member libraries as

well as the materials owned in common. The concept has

appeal for the member institutions as it encourages the

strengthening of the composite and individual collections as

well as the sharin'T of library resources.

4. A common integrated system which will provide access not

only to cataloged items held by the libraries but to

acquisition records and in-process materials.

5. The proximity of its member institutions, which greatly

faci1it2ktes the sharing of library resources. This ability

to share resources on a cost-efficiant and timely basis is a

key element in the success of collection development

programs.

6 The accessibility and preservation of the materials stored

at the resource center, which will become a significant

portion of the total holdings. These materials, accessible

to all of the participants on an equal basis through the
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common database and document delivery, will Ile preserved

under appropriate environmental conditions to assure their

availability for use.

7. A central location, acceptable to all participants, for the

storage of materials owned in common.

8. The programs and visibility of the WRLC, which will attract

gifts and external funding.

The WRLC. also benefits from the experience and interest of

the library directors and library staff members responsible for

collection development. These individuals have essential roles

in the design and implementation of solutions to the cost

containment issue, the need to reduce the effects of increased

costs for maintaining and developing library collections. The

approaches or solutions which are being developed by the WRLC are

described after the following section on collection needs within

the WRLC and the cost of meeting these needs.

Collection Needs anct Costs

In an effort to define a strategy for collection

developmrnt, the Consortium Library Council undertook a study in

1983 with the assistance of the Office of Management Studies,

Association of Research Libraries.11 An important component of

this study was an analysis of two of the Library of Congress

classifications, N (Art and Architecture) and P (Linguistics,

Languages, and Literatures) using the conspectus developed by the

Research Libraries Group. At the conclusion of the intensive

analysis it was evident that most of the individual library
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collections were inadequate to support faculty or graduate

research. Of the sixty discipline-level collections which were

analyzed, only seven or eight were strong enough to support

thesis-level research and only seventeen of the sixty were judged

to be strong enough t3 support undergraduate programs.

An RLG conspectus validation study for English literature

corroborated these findings. The six libraries participating in

the collaborative project (American, Catholic, George Washington,

Georgetown, Howard, UDC) individually held from 134 to 578 of the

973 titles inc.Luded in the validation study. Altogether the

libraries held 70.5% of the titles, barely adequate to support

one doctoral program. The labor-intensive conspectus approach

was not used for the assessment of other classifications, but it

was fdirly concluded that substantial funding and a carefully

designed program at the cmnsortium level would be needed to

improve the colleztions in the aggregate.

An approach which is frequently used to determine the

appropriate size of library collections is the application of

quantitative guidelines. These gnidelines indicate the number of

volumes needed to support instruction and research. The volume

counts which are obtained from the guidelines are then compared

to collection statistics. The results can be used to ascertain

collection needs and to calculate funding requirements. The u)st

commonly accepted guideline, the Clapp-Jordan formula, was

developed in 1962 by the Council on Library Resources. A

modification to this quantitative guideline, the SUNY adequacy
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formula, was issued in 1983. The SUNY formula assigns 80,000

volumes for a basic Undergraduate collection, 145 volumes for

each full-time equivalent faculty, and 12 volumes for each full-

time equivalent student. In addition, the formula assigas 395

volumes for each subject field of undergraduate r:oncentration,

plus 3,500 volumes for each subject field of masters

concentration, and an additional 38,000 volumes for each subject

field of doctoral concentration. Data for the following table

was obtained from the member universities and fall 1988

statistics compiled by the WRLC, supplemented by The College

Handbook,19.88-a2 and Peterson's Guide to Graduate an4

Professional Programs: An Ovqrview 089.

SUNY ADEQUACY FORMULA APPLIED TO THE WRLC

Category

Basic undergrad

Quantity
Volumes
per formula

Total
Volumes

collection 8 80000 640,000

raculty (FTE) 3412 145 474,740

Student (FTE) 53027 12 636,324

Subject fields of 478 395 188,810
Undergrad concentration

Subject fields of
masters concentration

391 3900 1,524,900

Subject fields of
doctoral concentration

112 38000 4,256,000

Total volumes 7,720,782

5 752



The volume count for the main university libraries of the

WRLC was 4,984,671 on 1 July 1988. An estimated 130,000 volumes

will be added in fiscal year 1989 (July 1988 - June 1989) for a

current total of 5,115,000. This total is approximately

2,600,000 less than the number of volumes which should be held by

the universities to support their educational and research

programs. Expressed as a percentage, the WRLC libraries now hold

66.3% of the volumes which they should have according to the SUNY

adequacy formula.

During 1987-88 the WRLC libraries expended $2,874,805 to

purchase 86,624 volumes for an average price of $33.19 per

volume. At 1987-88 prices it would require an expenditure of

$86,294,000 to purchase the 2,600,000 volumes currently needed to

achieve adequacy plus a like amount to process the acquired

materials. The amount actually needed would be substantially

more over time, due to inflation, the price for out-of-print

materials, and changes in the applied formula as a result of

enrollment growth, additional program offerings, and new faculty

positions.

Another factor to be considered in the design of collection

development strategies is the dramatic rise in serial prices and

the resultant impact on book acquisitions. The recent price

trends for serials and monographs, and the consequences for

monograph purchases are given in the following table:



WRLC LIBRARIES
SERIAL AND MONOGRAPH EXPENDITURES

1985-86 AND 1987-88

=6/2.2 1985-80 1947-04

Doenditures $2,732,342 $4,120,511
Permit of Acquisitions
Expenditures 44.4% 55.3%
Serial Sukscriptions 36,764 39,950
Price per Title $74.32 $103.14

Mos
Expenditures $2,858,255 $2,874/805
Percent of Acquisitions
Expenditures 46.4% 38.6%

Monographs 1:Urchased 100,654 86,624
Price per Title $28.39 $33.19

Between 1985-96 and 1987-88 the average price per serial

title increased $28.82 or 38.8%. During the same period the

average price for monographs increased $4.80 or 16.9%, a

substantial but far lower rate than for serials. Another

consequence of serial price increases has been the decline in

expenditures for library materials in other formats, from

$563,751 in 1985-86 to $458,826 in 1987-8E. The rapid increase

in serial prices and the resultant changes in acquisition

patterns which are being experienced within the WRLC are

consistent with national trends as reported by the Association of

Research Libraries, The Faxon Company, the Library Journal, and

other sources.12
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A third consideration tor WRLC collection development, in

addition to collection adequacy and serial price trends, is

the undetermined percentage of overlap among the eight university

libraries. As a result, the composite collection is weaker than

is apparent from library statistics. Although a sizable amount

of duplication is necessary for the literature requirements at

multiple universities, there is no doubt, based on studies and

experience, that a considerable pertion of the duplication within

the WRLC is unnecessary.

Despite the extent of need and the impact of external

factors, a number of steps can be taken by the WRLC and its

member institutions to strengthen library holdings while working

toward reduction of the effects of increased costs for

maintaining and improving collections. The most important of

these are a steady growth in the level of financial support for

library acquisitions and materials processing, actualization of

the "one library" concept, and realization of WRLC plans for

cooperative collection development.

The WRLC Library

Only one or two of the member libraries have collections

which are largely sufficient to meet the needs of their primary

clientele, either in terms of adequacy formulae or of known

demand. A substantially higher percentage of this need would be

met if faculty and students had ready access to the holdings of

other member libraries. To attain this objective there would

have to be a fundamental change, from limited access to
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individual library holdings through traditional policies and

programs to nearly complete access through a new level of

resource sharing and collection development. This concept, which

has been described as a single library, is one of the essential

features of the WRLC. A single WRLC library can be realized,

without the relocation of individual library collections, through

a combination of contractual relationships, consortium services,

technology, and a program of cooperative collection development.

Contracts between the member institutions and the WRLC will offer

assurance that resources at main campus libraries will remain

available and that libraries will adhere to common standards.

The services and technology which are being introduced by the

WRLC to enhance bibliographic and physical access have been

described: the common database and telecommunications system,

access through NOTIS to reference and external databases, an

innovative loan service, and electronic delivery of information.

With realization of the single library there will be easy

access not only to the holdings of home institutions but also to

the millions of items held by WRLC member libraries and, through

the automated system, to extensive resources in electronic

formats. As a result, the effective holdings and the level of

collection adequacy will be greatly improved overall. Library

resources will be further enriched, at both the institution and

consortium levels, through the WRLC program of cooperative

collection development.



Cooperative Collection Development

A high priority has been assigned to cooperative collection

development in the initial three-year implementation phase for

the Washington Research Library Consortium, scheduled from July

1989 through June 1992. It is also a major element in the

concurrent planning and testing for second phase implementation.

An important step toward the realization of program and planning

objectives for collection development was taken in September 1988

with the formation of a Collection Development Advisory

Committee, consisting of representatives appointed by the library

directors and chaired by the WRLC Executive Director. At its

initial meeting the committee identified topics of prospective

interest and adopted the following charge:

The purpose of the Committee is to address issues of (=mon

interest to the participating institutions concerning the

development of policies and programs to enhance cooperative

collection development and management, including storage,

preservation and access. The Committee is to provide advice to

guide the direction that the INIRLC is to take in responding to and

working with institutional collection development policies and

implementation programs.

This charge is notable for the emphasis it places on the

roles and relationships of the consortium and its participating

institutions, consistent with the WRIC mission statement, and for

its coherent statement of purpose, which recognizes the linkages

among the various programs. The committee subsequently agreed
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that its initial priority is cooperative accluisitions with a

focus on serial subscriptions. A pilot project, to test a

proposed methodology for the collective purchase of expensive

serial back files and sets, has been agreed to by the committee

and forwarded to the library directors for consideration.

Funding for the purchases is to be secured from outside sources

and institutional contributions. The approach to be used by the

pilot project will add resources which would not be acquired by

single institutions, build on collection strengths, and spread

costs among the participants. Information and experience from

the pilot project will be used to develop strategies to extend

the joint acquisitions program to other forms of material to

include audiovisual materials and computer software.

Consideration will also be given to shared subscriptions to

specified categories of journals and to joint memberships in the

Center for Research Libraries and other organizations.

In addition to the collective purchase of expensive

materials, the Collection Development Committee has begun the

process of selecting other projects and tasks which can be

accomplished prior to the availability of NOTIS. Substantial

progress has already been made in the collection of data on

advanced degree programs and awarded degrees, as the first step

toward the establishment of a program for the systematic

collection of institutional information. Attention is also being

devoted to the determination of objectives and strategies for

cooperative collection development, with emphasis on computer
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assisted approaches. A major component of this process will be a

review of NCTIS support capabilities for collection development

and an evaluation of the various collection development

methodologies as they relate to NOTIS capabilities and WRLC

objectives.

If NOTIS capabilities are inadequate to support the chosen

methodologies, the WRLC will develop the software needed for the

support of a cooperative collection development program. With

the availability of the online public access catalog, scheduled

for the second year of the implementation phase, it will be

possible to initiate a limited number of collection development

projects which are cost-effective in the WRIC/NOTIS environment.

These projects will be tests or initial phases of the several

components of a coordinated collection management program, to

include description and assessment of the collections, analysis

of information on the collections and institutions, common or

coordinated policy statements for collection development, and

institutional assignments for primary collecting

responsibilities.

The WRIC apd Cq0 OnVilippent

The improvement of library resources and the reduction of

the effects of increased costs for these resources are long-

range and complex objectives. With the single library concept

and collection development program, the WRLC is offering

solutions which will reduce the time and cost needed to build a



superior composite collection. Costs will be contained and

collections improved through the following approaches:

1. Actualization of the single library concept will expand the

quantity of materials available to faculty and students,

reduce the need for duplication, and enable libraries to use

acquisitions funds to purchase other materials, thereby

enriching the total collection.

2. Knowledge of the total holdings and their relation to

7.cademic programs will enable the libraries to make better

and more rational cost-benefit decisions on current

purchases. This knowledge will be obtained through analysis

of collection and institutional information, authorized

access to acquisitions and serial records, common or

coordinated policy statements, and institutional assignments

for collecting responsibilities.

3. With the capabilities available with NOTIS and tools to be

made available through WRLC, it will be possible to identify

collection strengths, overlap, omissions, and other

characteristics. With this information it will be feasible

to implement a program to strengthen the composite

collection in a systematic manner.

4. Joint acquisition of expensive and specialized materials in

accord with program guidelines will assure the availability

of materials which are too expensive for individual

institutions, thereby adding significant resources at modest

cost to the participants.
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5. Through a program to secure outside funding the WRLC will be

able to attract gifts and compete successfully for grant

awards. Gift collections and external funding will

strengthen the total resources while helping to reduce the

financial support needed for library materials.

6. It will be practicable, in the WRLC/NOTIS environment, to

undertake a program to reduce the amount of unnecessary

duplication, particularly for serials and expensive sets.

The WRLC/NOTIS online system will provide easy and dynamic

access to full bibliographic and union listing records.

Additional information will be available with implementation

of the acquisitions and serials modules. Together with

policy statements, collecting assignments, and use studies,

the system information will provide a firm basis for

decision making. The funds saved from the reduction of

unnecessary duplication can be used to purchase other titles

or appliel toward the restoration of a more acceptable

balance between serial and monograph expenditures.

A more cost-effective use of financial resources will be one

of the primary benefits derived from the implementation of these

approaches. In combination with gifts and grant awards, the

single library concept and collection development program will

also result in a stronger composite collection which will more

adequately support the academic and research programs of the

member institutions.
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At present there are no budgeted or projected expenditures

for cooperative collection development. It is expected, however,

that WRLC staff time and other expenses for this purpose will not

exceed $50,000 over the next three or four years, including the

cost of augmenting NOTIS software. Without data it is impossible

to forecast how much of the needless duplication will be

eliminated or to calculate the improvement in collection adequacy

over time. Nevertheless, it can be asserted that WRIC programs

for collection development will be cost-beneficial and that new

directions made possible by the WRLC will reduce'the effects-of

increased costs for maintaining and improving library

collections.

PRESERVATION OF LIBRARY COLLECTIONS

Backaround

If the consortium library collections are similar to those

of other academic libraries, approximately 25% of the holdings in

printed text are already embrittled and most of the remainder are

deteriorating or at risk. For most of these materials the

deterioration is gradual, slowed by environmental controls and

other measures, but for a sizable portion of the total collection

the deterioration is proceeding at an alarming rate.

This situation has been one of the most serious concerns of

the WRLC member libraries. In response, the libraries have

introduced or improved their preservation measures, including

environmental controls, adherence to library binding standards,

selective microfilming of research collections, and the proper
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handling and cleaning of library materials. These efforts are

useful or even essential, but they have been largely fragmentary

or are insufficient to counter the accelerating decay. The

deterrents to a more systematic and ambitious program for

materials preservation, which confronts the individual WRLC

libraries and libraries elsewhere, is the level of funding

required and the shortage of expertise. Of the answers which

have been proposed, the most promising are cooperative programs

and technological innovion. With the exception of a very small

number of research libraries, the only way that most libraries

can justify the high cost of large-scale microfilming and mass

deacidification is through the sharing of capital and operational

costs. New technology, when introduced, is also likely to

require the centralization of resources and expertise.

With the original concept for the WRLC it became logical to

think of the collections of the member libraries as a single

resource which required preservation. It was also logical, in

the context of WRLC objectives, to link the preservation program

to the Frograms for the online system, materials storage, and

collection development. The preservation program in its larger

dimension is the WRLC solution to the fourth of the cost

containment issues, the need to reduce the costs for preserving

collections. The costs and benefits of the WRLC approach are

described, following sections on the initial implementation phase

and planning for a comprehensive program.
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Assessment of Preservation_Needs

The important first step toward the development of a

coopArative preservation program is being undertaken with the

support of a .146,745 grant from the National Endowment for the

Humanities Office of Preservation Projects. The grant award was

made to the WRLC, in cooperation with the Georgetown University

Law Center Library, a regional leader in the areas of collection

assessment and conservation. There are two phases to the six-

month study, a condition survey and an evaluation phase, during

which the results will be analyzed and documented. The

application for the grant award, including the narrative

description of the preservation project, is attached as

Appendix E.

Six of the WR1C libraries are participating in the survey,

which is directed by Linda Nainis, Assistant Director for

Co1l-,4tion Management at the Georgetown University Law Library.

She will work closely with Jutta Reed-Scott, a preservation

consultant from the Association of Research Libraries. The study

is further enhanced by the involvement of a conservation

consultant and an experienced survey statistician. A Preservation

Planning Program, developed L, the ARL, is being used to provide

a framework for the study.

Librarians have been appointed to the study by each of the

participants. They will serve on the Preservation Planning

Committee and direct the conduct of a condition survey of their

respective libraries. Decisions on survey design, sampling
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frames, the collections to be sampled, forms to be used, and

related matters will be made by the committee with the

involvement of the project team. The collected data will be

input on a central computer. This information will then be

manipulated and analyzed, using a shared statistical package.

A final report on the survey results and recommendations to the

WRLC will be prepared and reviewed.

The survey is envisioned as the initial step of a

comprehensive program to preserve and extend the useful life of

disintegrating library materials. As a result of the survey it

will be possible, for the first time, to identify the nature and

magnitude of preservation problems in WRLC libraries. Analysis

and interpretation of the survey data will enable the WRLC to

relate the specific preservation problems to appropriate

ti-eatment strategies. The hard data produced by the survey will

also support preservation planning and decision-making within ths

consortium. Another tangible benefit to be derived from the

study will be a network of librarians who will be jointly

knowledgeable about the preservation needs of the member

libraries.

Planning fora Comprehensive Program

The preservation survey will provide a strong basis for

cooperation within the WRLC and direction for the planning of a

comprehensive program, including a state-of-the-art facility.

Further support for the development of a plan of action will be
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obtained from additional studies, consultants, site visits and

demonstration projects.

The interdependent nature of the WRLC programs will provide

an exceptional opportunity fcr the integration of preservation

information and strategies. Perhaps the foremost of these is the

capability of relating preservation measures to the overall goal

of coordinated collection development. The planning process will

therefore include a thorough consideration of program

relationships as well as an examination of opportunities for

cooperative preservation activities. As there is a large array

of measures for the conservation and preservation of library

materials, it will be necessary to identify those which are most

cost-effective in the WRLC environment. Among the activities

which have been determined as being of particular importance are

the following:

1. Establishment of coordinated policies and procedures

within the WRIC and its libraries

2. Automation of preservation information within the NOTIS

integrated library system

3. A systematic collection management program to include

the identification of candidate collections for

preservation

4. A training program for library staff in the

preservation and conservation of library materials

5. A conservation treatment center

6. A shared mass deacidification facility
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7. Preservatirn microfilming

8. A clearinghouse of preservation-related information

9. Joint purchase or lease of expensive preservation

equipment

10. Joint purchase of preservation supplies

11. Transfer of full text to digitized form

12. A policy and procedures for the retention of last copies

13. A coordinated program for disaster preparedness

In combination the selected programs should be cost-

beneficial and ensure that materials or their contents are

preserved for use. As a step toward realizing these objectives,

the development of an approach for the periodic review and

evaluation of programs will be included in the planning process.

As preservation is an area of great interest, with likely changes

in technology and national planning, there will also be need for

an ongoing awareness of new developments and an assessment of

their import for the WRIJC and its member institutions.

Cost-eepefits of the Preservation Progra%

Many of the enumerated programs can be implemented at modest

cost but will nevertheless be of significant benefit. These

include the identification of candidate collections for

preservation; coordinated policies and procedures, including

those for the retention of last copies; the automation of

preservation information; a training program for library staff; a

clearinghouse of information on preservation; and a coordinated

plan for disaster preparedness. It is possible that financial
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support for several of these programs could be secured from

outside sources.

The joint purchase of specialized equipment will spread the

costs among the participants. In nearly all cases the equipment

would be purchased through the WRLC and located at the r.:entral

facility. Some of the desired equipment is expensive (e.g., book

dryers and equipment needed for extensive repair or maintenance

of audiovisual materials) and'could not be afforded by individual

institutions. The joint purchase of supplies, for use at the

libraries and the center, will result in group discounts and

lowered unit prices. Although cost savings cannot be projected,

it is certain that collective purchase of supplies and equipment

will be of direct benefit to the participating libraries.

As noted in a previous section on information transfer, the

WRLC is planning to test a combination of technologies in support

of full text and document image processing, to include scanning

and optical storage and retrieval. The extent and nature of this

testing will depend on a number of factors. As a consequence, it

is not feasible at this time to project an estimated cost for

this activity.

A conservation treatment center is essential for the repair

and maintenance of the collection housed at the central facility.

This center may also supplement the repair work being done at the

individual libraries, in which case there would be some cost

recovery. A model conservation center has been described by

Linda Nainis and Robert Milevski, complete with a detailed cost
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itemization for basic equipment and supplies.13 A comparable

facility for the WRLC would cost an estimated $19,000 at current

prices. This price includes built-in and moveable furniture, a

Kutrimer board shear, a stamping press, additional equipment,

tools, and supplies. An estimated 500 square feet of space would

be required for the center.

A second major component of the preservation facility is a

microfilming unit. This unit will have the capability of

producing archival quality film of deteriorated materials and

other items which should be preserved for use. The primary

function of the unit is to provide a photographic style

laboratory for making microfilm copies of books, journals, and

other printed materials. The unit will also be used for the

cleaning, restoration, and duplication of micro-reproduced

materials.

Preliminary specifications for the unit are included in the

final draft of the functional building program. The draft

identifies eight functional areas and provides estimated square

feet for each of these areas. Other design specifications and

the requirements for furniture and equipment will be derived in

consultation with the Mid-Atlantic Preservation Service (NAPS).

The estimated cost for unit furnishings and equipment, including

the six production cameras recommended by MAPS, is $1,200,000.

This cost reflects the announced termination of microfilm camera

production by Eastman Kodak and the uncertain cost of similar
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equipment produced in Europe. The estimated space requirement

for the microfilming unit is 5,000 square feet.

The third of the three preservation components is a mass

deacidification unit. With the large volume of materials needing

treatment within the WRLC, a mass deacidification unit will be

needed to preserve and extend the life of printed materials which

are still in relatively good condition and to deacidify new books

which are produced with acid-based paper. The objective of the

WRLC is to have a handling capability of 500,000 to 1,000,000

volumes per year. If there is unused capacity the consortium

will be able to generate income from the sale of services to

nonmember institutions.

At present the only technology which is both proven and

commercially available is the Wei T'o Nonaqueous Books

Deacidification System. Wei T'o has been operational at the

National Archives of Canada since 1981. The system uses a

liquified gas process to neutralize acids and to deposit

buffering chemicals which will neutralize acids that may

subsequently contaminate the Tpaper.

Mass deacidification equipment and space is expensive and

beyond the reach of the individual institutions. Based on

estimates obtained from Wei T'o, the capital cost for a system

capable of handling 500,000 volumes per year is approximately

$750,000 and a system large enough to handle one million volumes

would cost $1,500,000 or more. An estimated 5,000 square feet of

space have been allocated for the equipment room and related
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functions. As in the cases of preservation microfilming and high

density storage, the cost-beneficial method of resolving the

problem of deacidification is through the WRLC. Among the

advantages of the WRLC approach are economies of scale, shared

expertise, and the sharing of capital and operational costs.

The estimated capital costs for the three major components

of the preservation unit are:

Conservation center
Preservation microfilming

$ 19,000
1,200,000

Deacidification (first phase) 750,000

Land: 10,500 sq ft @$1.15 12,075
Construction: 10/500 sq ft @$75 787_.500

Tutal $2/768,575

The capital cost for the preservation unit is considerable,

but will be more than recovered through the extension of life for

the materials held by member libraries and the center. It is

also probable that the provision of services under contract to

non-WRLC libraries will generate income in excess of operational

expenditures which could be used to offset a portion of the

capital expenditures. More significantly, the individual

libraries can not afford the capital costs for preservation

microfilming or deacidification equipment, and commercial

services for the transfer or treatment of large qu_Atities of

material wou:d be more costly than comparable services provided

through the WRIC. In addition to offering a comprehensive

program for the preservation of library materials, the WRLC



approach offers economies of scale, shared expertise, and the

sharing of capital and operational costs.

SUMMARY OF WRLC CAPITAL COSTS

The capital costs for the major programs have been itemized

under the respective sections on cost containment issues and WRIC

solutions to these issues. As noted above, all of the

anticipated costs for one of these programs, maintaining and

improving library collections, are best handled as operating

costs. Because they must be budgeted and available for the

initial year of operation, the costs for administrative office

furnishings and equipment and an office telephone system have

been included with the WRLC/NOTIS system. The totals for the

integrated online system, the storage area, and the preservation

unit include associated costs for land and building construction.

In addition, there are capital costs which are not

attributable to one of the major programs but which are essential

for the operation of the WRLC. These costs can be assigned to

three categories: land, building construction, and equipment.

The land thus far assigned has totaled 63,300 square feet

although it should again be noted that space requirements for the

storage area can be significantly reduced if AS/RS or the Harvard

Depository model are adopted. The facility building program has

assigned 11930 square feet for the vestibule, administrative

offices, custodial/maintenance, restrooms, and a small kitchen.

Approximately 4,000 square feet of space will be needed for a

reception and waiting area, a conference room, an area for on-
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site research, a training area, a staff lounge, and shipping and

receiving. An additional amount of land, estimated to total

50,000 square feet, will be needed for roadways, parking, and

landscaping.

Construction costs have been calculated at $75 per square

foot, the same rate as for the storage area and the preservation

unit. The remaining capital costs are for architectural fees, a

delivery vehicle, a security system, and miscellaneous equipment

and furnishings. The estimated cost for these items is $65,000.

In summa=y, the total capital costs for the WRLC are:

g2at.U.2141

WRLC/NOTIS system $ 4,043,294
Database Creation (1/2 of total) 982,250
Union listing capability 11,677
Materials storage 4,787,620
Preservation unit 2,768,575
Other WRLC functions:
Land: 54,000 sq ft @$1.15 6,900
Construction 6,000 sq ft@$75 450,000
Fees and equipment 114.222

Total $13,115,316

WRLC OPERATIONAL COSTS

An income/expenditure model for a three-year period, fram

July 1990 through June 1992, has been accepted in principle by

the WRLC Board of Directors. The summary of operating

expenditures for fiscal years 1990 through 1992 is as follows:
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Ztem Cost

Personnel $2,042,996
General expenses 126,271
Consultants 18,000
Telecommunications 122,599
Staff development 90,807
Office space 333,133
NOTIS expenses 58,950
Hardware expenses 227,903
Software expenses 4a001

Total $3,063,669

This expenditure model is centered on the implementation of

the NOTIS system, the primary emphasis for the WRLC during the

initial three-year period. However, it does provide

administrative and office support for the resource sharing

programs transferred from the Consortium of Universities, new

programs for collection development and document delivery, and

detailed planning for collection management, the central

facility, and a.comprehensive program for materials preservation.

The line item for office space is for the rental of an interim

location before the move to the central facility.

It is difficult and perhaps misleading to compare WRLC

operating costs for the three-period to the sum of the projected

system operating costs for the individual institutions. With the

exception of three universities, the individual library systems

consist of two or three modules, thus reducing the cost for

system maintenance and personnel. One of the participants,

Marymo4nt University, is not automated at present and has not

projected costs for a system other than through the WRLC. Some

of the libraries receive administrative, programming, or other
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support from a campus computing center. The cost for space,

building maintenance, utilities, supplies, and indirect expenses

are difficult to obtain and have not been solicited by the WRLC.

Also, the WRIC will be operating a far larger and more complex

system, with a greater volume of activity than the sum of the

individual systems. As with the systems at the individual

institutions, the major determinants for the size and cost of the

WRLC system will be the degree and impact of concurrent use of

the system, the size of the various files, and performance

expectations. Finally, the WRLC operating budget includes

support not only for the common system but for resource sharing

activities and new program initiatives.

As part of the pla- king process, the WRLC surveyed its

member libraries in April 1986 and December 1988 regarding

projected expenditures for personnel and system maintenance. The

data are not complete and somewhat inconsistent, but it is

possible to determine exPenditure ranges for the July 1989 - June

1992 period. At the low end, the range of projected expenditures

are $1,360,000 for system maintenance and $1,320,000 for

personnel, for a total of $2,680,000. This amount is only

$383,669 less than the total operational expenditures for the

WRLC, including rert for interim space, a telecommunications

network, and support for the other cooperative programs. Since

data is missing on computing center support, other budgeted

costs, and indirect costs, it can be reasonably stated that

operational costs for the individual systems are at least equal
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to and probably greater than the operational costs for the

WRLC/NOTIS system.

Operational costs for representative NOTIS systems are viven

in the NOTIS gmfiamnign_ggigg. These annual costs correspond

to the capital costs for the several hardware/software

configurations used in the report. The annual costs include

maintenance fcr central site hardware and terminal-related

hardware plus maintenance fees for the NOTIS package and a repert

writer. The annual operating costs for configuration 1 systems,

which are adequate for Gallaudet and Marymount, are $41,150. The

annual operating costs for configuration 2 systems, which use a

family of processors which are appropriate for American, George

Mascn, and the University of the District of Columbia, are

$56,496. Configuration 3 systems1 required at Catholic, George

Washinczon, and Georgetown, have an annual operating cost of

$69,747. For the eight WRLC libraries the total cost would be

$461,029 per year or $1,383,r57 for a three-year period. This

amount is considerably more than the $270,912 to be expended by

the WRLC for hardware and software maintenance and again

demonstrates the advantages of a common, centralized system.

Operational costs for the storage of library materials have

been calculated by the California State University system.

According to detailed studies done in 1987 by the Chancellor's

Office, California State University, the unit cost for an open

stack collection, including utilities, reshelving, and

maintenance, was $.281 per item per year. The use of industrial
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shelving lowered the cost to $.200 per item, but with an AS/RS

system the per item cost was only $.068 per item stored, or 24.2%

of the cost for an open stack collection. This is very similar

to the cost of $.07 per item stored as reported to the Study Team

from the Ohio Board of Regents by the University of Cal!.fornia

Northern Regional Facility. Storage and retrieval costs can not

be projected as yet for the WRLC certter. Nevertheless, it

appears certain, based on the experience of other facilities,

that operational costs will be considerably less than those which

would be incurred by the member institutions for the traditional

storage of a like quantity of library materials.

As previously noted, the operational cost for an active

program of cooperative collection development will be

approximately $50,000 for the initial three-year period. It is

not possible, however, to give meaningful cost projections for

the preservation program. The level of the ongoing costs for the

comprehensive program, will depend on the dollar amount of the

fixed costs, the volume of activity and the consequent changes iA

variable costs, and the extent of cost-recovery from the sale of

services to member and nonmember libraries. An attempt to

compare the WRLC costs for these programs with costs for the

individual institutions would be essentially meaningless as

cooperative collection development and the large-scale

preservation of library materials are feasible only in the WRLC

environment.
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CONCLUSL. \-S

Through its combination of interrelated programs the WRLC is

providing solutions to four of the major cost containment issues

which are confronting its member institutions and other

institutions of higher education throughout the country. The

offered solutions will reverse the trend of increasing costs for

providing access to library materials, reduce the cost for

storing library materials, reduce the effect of increased costs

for maintaining and improving collections, and reduce the costs

for preserving collections. With the implementation of its

programs the WRLC will play an importaat role in the nationwide

effort to counter the trend of increasing costs for the

management of information. In keeping with its mission, the WRLC

will also provide an enhancement tc.: existing library and

information resources and services for its participating

institutions.

Most but not all of the costs for the implementation and

operation of the WRLC and its programs are known or have been

estimated. The largest of the capital costs--for computer

hardware and telecommunications, database creation, building

construction, and the preservation unit--are primarily one-time

costs. The WRLC capital costs in the aggregate will be

significantly less than the capital costs which would be incurred

by the member institutions for the replacement of online systems

and the construction of space to house the growing cullections.

Two of the major activities, cooperative collection development
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and the comprehensive preservation of library materials, are

feasible only in the context of the WRLC and ito interrelated

programs. It is not yet possible to estimate the WRLC

operational costs for programs other than general administration

and the online integrated system, but these appear to be very

favorable, particularly in light of the numerous benefits to be

derived from the WRLC and the resultant Improvement of library

and information services in support of research and instruction.
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ARTICLES OF INCORPORATION
OF

THE WASHINGTON RESEARCH LIBRARY CONSORTIUM

To: Department of Consumer and Regulatory Affairs,
Business Regulation Administration

614 H Street, N.W.
Washington, D.C. 20001

We, the undersigned natural persons of the age of twenty-one

or more, acting as incorporators of a corporation umder the NON-

PROFIT CORPORATION ACT (D.C. Code, 198 i edition, Title 29,

Chapter 5), adopt the following Articles of Incorporation:

ARTICLE I. NAME.

The name of the Corporation is "The Washington Research

Library Consortium."

ARTICLE II. TERM.

The term of the Corporation shall be perpetual.

ARTICLE III. PURPOSES.

The Corporation is organized to operate exclusively for

charitable, scientific, literary or educational purposes within

the meaning of Section 501(c)(3) of the Internal Revenue Code of

1954 (or the correuponding provision of any future United States

internal revenue law) by promoting the development of a

cooperative network primarily among libraries in the Washington'

metropolitan area. The specific functions and services provided

by the Corporation may include, but are not limited to:
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A. Providing staff and resources to develop, to maintain

and to administer a cooperative academic and research collection

for and among the libraries of the institutions participating in

the cooperative network ("Participating Institutions") that will

better support the academic and research programs of the

Participating Institutions.

B. Establishing a computer and telecommunications network

("Computer Network') with an outline union catalog of the

Participating Institutions' holdings and tt4 Corporation's

holdings accessible to the libraries of the Participating

Institutions ("Participating Libraries") that will provide

internal management and service modules for the Participating

Libraries and which will support an enhanced cooperative exchange

of holdings among the Participating Libraries.

C. Establishing and operating a building ("Facility") tnat

will house seldom-used, research-level books and other materials

from the collections of the rarticipating Libraries, that will

provide temporary storage facilities for unprocessed but in-

process library materials from the Participating Libraries and

that may house additional materials as necessary or desirable.

D. Establishing and operating a preservation services

unit, headquartered at the Facility, with staff and equipment

sufficient to provide the services required for the restoratiwi

and conservation of the collections of the Participating

Libraries, the Corporation and other libtaries.

92



E. Operating a library resources delivery system that will

effeCtively serve the Participating Libraries and the

Corporation.

F. Raising funds by subscriptions or otherwise from

individuals, governments, and organizations of any kind to

accomplish the Corporation's charitable, scientific, literary or

educational objectives.

G. Engaging, either alone or with others, in storage,

retrieval and use of information and in research in information

studies.

No portion of the.funds provided by the Corporation to The

Washington Research Library Consortium, or to any other

organization, shall be utilized by The Washington Research

LibEary Consortium, or such other organization, for any purposes,

including political purposes, that would not be considered

charitable, scientific, literary or educational purposes within

the meaning of Section 501(c)(3) of the Internal Revenue Code of

1954 (or the corresponding provision of any future United States

internal revenue law). The use of the Corporation's funds by The

Wash!ngton Research Library Consortium, or any other organization

supported by the Corporation, shall be consistent with the

restrictions on the Corporation's powers set forth in Article IV

8 of these Articles of Incorporation.



ARTICLE IV. POWERS.

A. The statement of purposes contained in Article III

shall be construed As a statSment of both purposes and powers and

not as restricting or limiting in any way the general lawful

powers of the Corporation or their exercise and enpyment, as

they are expressly or impliedly granted by the Non-Profit

Corporation Act of the Distiict of Columbia.

Consistent with the purposes outlined in Article III, the

Corporation may exercise all powers available to corporations

under the District of Columbia Non-Profit Corporation Act,

subject to the specific restrictions on the Corporation's powers

contained in these Articles of Incorporation and the

Corporation's bylaws, and provided that the Corporation is not

organized for profit and no part of the net earnings of the

Corporation shall inure to the benefit of any director or

individualf.and that the Corporation shall exercise only such

powers as are consistent with the exempt status of organizations

described in Section 501(c)(3) of the Internal Revenue Code of

1954 (or the corresponding provision of any future United States

internal revenue law), and the regulations thereunder, as the

saml now exist or as they may be hereafter amemied from time to

time.
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B. In all events and under all circumstances, and

notwithstanding merger, consolidation, reorganization,

termination, dissolution or winding up of the Corporation,

voluntarily or involuntarily or oy operation of law or any

provision hereof:

(1) The Corporation shall not have or exercise any power or

authority either expressly, by interpretation, or by operation of

'.aw, nor shall it directly or indirectly engage in any activity,

that wauld (i) prevent it from qualifying (and continuing to

qualify) for exemption from federal income taxation as a

corporation described in Section 501(c)(3) of the Internal

Revenue Code of 1954 (or the corresponding provision of any

future United States internal revenue law or (ii) cause it to

lose such tax exempt status.

(2) No part of the assets or net earnings of the

Corporation shall inure to tfte benefit of or be distributable to

its incorporatoru, directors, officers, or other private persons,

except that the Corporation shall be authorized and empowered to

pay reasonable compensation for services rendered and to make

payments and reimbursements for expenses incurred in furtherance

of the purposes sat forth in Article III hereof.

(3) No sUbstantial part of the activities of the

Corporation shall consist of carrying on propaganda, or otherwise

attempting to influence legislation, escept as may be permitted

in accordance with Sootier: 501(h) of the Coda (or corresponding

provisions of any future United States,internal revenue law); nor
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shall it in any manner or to any extent participate in, or

intervene in (including the publishing or distributing of

statements), any political cacpaign on behalf of any candidate

for public office.

(4) Neither the whole, nor any part or portion, of the

assets or net earnings of the Corporation shall be used, nor

shall the Corporation ovec be operated, for purposes or objects

other than those set forth in Article III hereof.

(5) If the Cnrporation shall during any period be treated

as a pr.vate fwindation aS defined in Section 509(a) .of the

Internal Revenue Code of 1954 (or the ^orresponding ?rovision of

any future United Statss internal revenue lay), the Corporation

shall during any such period:

(a) not engage in any act of self-

dealing that is taxable under Section 4941 of

the Internal Revenue Code of 1954 (or the

corresponding provision of any future United

States internal revenue law);

(b) not make distributions at such time

and in such manner as to subject it to tax

under Section 4942 of the Internr Revenue

Coda of 1954 (or the corresponding provision

of any future United StiAes internal revenue

law);



(o) not retain any excess business

holdings that would subject it to tax under

Section 4943 of the Internal Revenue Code of

1954 (or the corresponding provision of any

future United States internal revenue law);

(d) not make any inve.,tments that would

subject it to tax under Section 4944 of the

Internal Revenue Code of 1954 (or the

corresponding provision of any future United

States internal revenue law); and

(e) not make any taxable expenditures

that would subject it to tax under

Section 4945 of the Internal Revenue Code of

1954 (or the corresponding provision of -ny

future United States internal revenue law).

ARTICLE V. CLASSES OF MEMBERS.

The Corporation shall be composed Jf one member: The

Consortium of Universities. Such member shall have the right to

elect the directors of the Corporation, except that the initial

Board of Directors is named herein.

ARTICLE VI. BOARD OF D'IRECTORS.

The affairs of the Corporation shall be managed by a Board

of Directors as set forth in the bylaws. The number of directors

and the manner of their election or appointment by the above

9 7



named member shall be set forth in the bylaws, except that the

initial Board of Directors is named herein.

ARTICLE VII. REGULATION OF INTERNAL AFFAIRS.

The affairs of the Corporation shall be managed by the Board

of Directors. Except as provided in these Articles, provisions

for the regulation of the internal affairs of the Corporation,

including the management of the Corporation by such officers as

th:N bylaws prescribe, shall be determined and fixed by the

bylaws. The initial bylaws of the Corporation shall be adopted

by the Board of Directors/ which may alter, amend, repeal or

replace the bylaws.

ARTICLE VIII. DISSOLUTION.

In the event of termination, dissolution or winding up of

the Corporation in any manner or for any reason whatsoever, its

remaining assets, if any, after the payment of all liabilities

and obligations, shall be distributed to one or more

organizations described in Section 501(c)(3) of the Internal

Revenue Code of 1954 (or the corresponding provision of any

future United States internal revenue law) selected by the Board

of Directors in its discretion.
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ARTICLE IX. PRIVATE PROPERTY OF OFFICERS AND DIRECTORS.

The private property of the officers and directors of the

Corporation shall not be subject to payment of corporate debts to

any extent whatsoever.

ARTICLE X. INDEMNIFICATION.

The Corporation shall indemnify any director or officer or

former director or officer of the Corporation, or any person who

may have served at its request as a director or officer of

another corporation, whether for profit or not for profit,

against expenses actually and necessarily incurred by such

officer or director in connection with the defense of any action,

suit or proceeding in which he is made a party by reason of

having served as director or officer, except in relation to

matters as to which he shall be adjudged in such action, suit, or

proceeding to be liable for gross negligence or willful

misconduct in the performance of a duty.

ARTICLE XI. ADDRESS AND REGISTERED AGENT.

The address of the initial registered office of the

Corporation is:

1660 L Street, N.W., Suite 1000
Washington, D.C. 20036



The name of the initial registered agent at, the foregoing

office is:

Barbara A. Burton

ARTICLE XII. INITIAL DIRECTORS.

The number of directors constituting the initial Board of

Directors is three (3), and the names and addresses of the

persons who are to serve as the initial directors until their

successors have been elected and qualify are:

Rev. John P. Whalen
1614 Parham Road
Silver Spring, MD 20903

Dr. Lisle C. Carter
1638A Beekman Place, N.W.
Washington, D.C. 20009

Rev. Timothy S. Healy
Georgetown University 3414 '1 51 "
Washington, D.C. 20057

ARTICLE XIII. AMENDMENT.

The Corporation reserves the right to amend these Articles

of Incorporation. No amendment shall be made which would

adversely affect the qualification of the Corporation as an

organization described in Section 501(c)(3) of the Internal

Revenue Code of 1954 (or the corresponding provision of any

future United States internal revenue law), contributions to

which are deductible for federal income tax purposes.



ARTICLE XIV. INCORPORATORS.

The name and address, including street and number, of each

incorpo.:ator is:

Rev. John P. Whalen
1614 Parham Road
Silver Spring, MD 20903

Dr. Lisle C. Carter
1638A Beekman Place, N.W.
Washington, D.C. 20009

Rev. Timothy S. Healy
qi Georgetown University Vol) via 114. WO.

Washington, D.C. 20057

IN WITNESS WHEREOF, the incorporators hereoe'have signed

these Articles of Incorporation on the dates indicated beside

their-signatures.
.

..,114.1 / L. 1/2 /70 7
I

P 7
WV' f

Dr. L s e C. Carter

c-,;'')
Rev. T mothy S. Hea y

Date

4(401at
Date

Date
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)

District of Columbia ) ss:
)

Xt TA iardersn a Notary Public, hereby certify that

on the 41-1( day of (1(4_ 1987, Rev. John P. Whalen appeared

before me and signed the foregoing document as an incorporator,

and averred that the statements therein contained are true.

(NOTA'S SEAL)

qy Puolic

1Ay jtzaa.-7 31, 1$2,:

)

District of Columbia ) ss:

)

(i) cif

,initostrn , a Notacy Public, hereby certify that

on the,L4 day of Vkatzt,%. 1987, Dr. Lisle C. Carter appeared

before me and signed the foregoing document as an incorporator,

andaverred that the statements therein contained are true.

(NOTARY SEAL)

--NotarcP IC

M7 Comr-i= EzesJanuerj 31, 1990
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District of Columbia

- 13 -

In-:-.2,4440-4:-PWuk. a Notary Public, hereby certify that

on the L344.day of 4.462....a..) 1987, Rev. Timothy S. Healy

appeared before me and signed the foregoing document as an

incorporator, and averred that the statements therein contained

are true.

(NOTARY SEAL)

1 0 3
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BYLAWS

OF

THE WASHINGTON RESEARCH LIBRARY CONSORTIUM

ARTICLE

The Name of the Corporation is THE WASHINGTON RESEARCH

LIBRARY CONSORTIUM.

ARTICLE II

Purposes of the Corporation

As provided in the Articles of Incorporation, the

Corporation is organized to operate exclusively for

charitable purposes within the meaning of Section 501(c)(3)

of the Internal Revenue Code of 1954 (or the corresponding

provision of any future United States internal revenue law)

by promoting the development of a cooperati(!se network

primarily among libraries in the Washington metropolitan

tree. The specific functions and services provided by the

Corporation may include, but are not limited to:

A. Providing staff and resources to develop, to

maintain and to administer a cooperative academic and
.

research collection for and among the libraries of the

institutions participating in the cooperative network
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("Participating Institution:1', t:lat will better support the

academic and research programs of the Participating

Institutions.

B. Establishing a computer and telecommunications'

network ("Computer Network") with an outline union catalog

of tho Participating Institutions' holdings and the

Corporation's holdings accessible to the libraries of the

Participating Institutions ("Participating Libraries"), c%tat

will provide internal management and service modules for the

Participating Libraries and that will support an enhanced

cooperative exchange of holdings among the Participating

Libraries.

C. Establishing and operating a building ("Facility")

that will house seldom-used, research-level books and other

materials from the collections of the Participating

Libraries, that will provide temporary storage facilities

for unprocessed but in-progress library materials from the

Participating Libraries and that may house additional

materials as necessary or desirable.

D. Establishing and operating a preservation services

unit, headquartered at the Paciiity or elsewhere, with staff

and equipment sufficient to provide the services required

for the restoration and conservation of the collections of

she Participating Libraries, the Corporation and other

libraries.



E, Operating a library resources delivery system that

will effectively serve the Participating Libraries and the

Corporation.

F. Raising funds by subscriptions or otherwise from

individuals, governments, and organizations of any kind to

accomplish the Corporation's charitable, scientific,

literary or educational objectives.

G. Engaging, either alone or with others, ln storage,

retrieval and use of information and in research in

information studies.

No portion of the funds raised by the Corporation shall

be utilized by the Corporation or provided to any other

organization, for any purposes, including political

purposes, that would not be considered charitable purposes

within the meaning of Section SOl(c)(3) of the Internal

Revenue Code of 1954 (or the corresponding provision of any

future United gtates internal revenue law). The use of the

Corpowation's funds shall be consistent with the

restrictions on the Corporation's activities set forth in

Article VI of the Articles of Incorporation.

Consistent with these purposes, the Corporation may

exercise all powers available to cotoorations under the

District of Columbia Non-Profit Corporation Act, subject to

the restrictions contained in th Corporation's Articles of

Incorporation and these Bylaws, and provided, however. that

- 3 -
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the Corporation is not organized for profit and no part of

the net earnings of the Corporation shall inure to the

benefit of any director or individual, and that the

Corporation shall exercise only such powers as are

consistent with the exempt status of organizations described

in Section 501(c)(3) of the Internal Revenue Code of 1954

(or the corresponding provision of any futur United States

internal revenue law) and the reguletions thereunder, as the

same now exist or as they may be hereafter amended from time

to time.

ARTICLE IV

Powers of the Coreemin

The Corporation shall have all such powers.as are

provided by law, in its Articles of Incorporation, and in

these Bylaws, including the power to acquire, own and

dispose of property and the power to do any and all lawful

acts necessary or desirable for carrying out the

Corporation's purposes, but the Corporation shall not engage

in any activities that ar inconsistnt with the

qualification of the Corporation as an organization

described in .Section 501(c)(3) of the Internal Revenue Code

of 1954 (or the corresponding provisions of any future

United States internal revenue law).

- 4 -
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ARTICLE V

Boari of Direci:ors

I. Powers and Duties. The Corporation shall be

managed and governed by a Board of Directors. The Board

shall have the power to take all lawful action in the name

of the Corporation consistent with the Articles of

Incorporation and these Bylaws.

2. Number, Election and Term of Office. The initial

Board of Directors shall be get forth in t'e Articles of

Incorporation. The initial directors shall hold office

until a new Board of Directors is elected at the first

annual meeting of the sole member and shall have qualified

or until the earlier resignation or removal of the initial

directors. Thereafter, the members of the Board of

Directors shall be elected annually by the Corporation's

sole member, The Consortium of Universities of the

Washington Metropolitan Area. The Board of Directors shall

consist of such directors as shall be elected by the

Corporation's sole member, but in no event shall there be

less than three directors. The sole member may, from time

to time, elect additional directors to the Board of

Directors, as the sole member shall deem appropriate.

alP
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3. Resignation and Removal. A director may resign by

giving Notice thereof in writing or may be removed

involuntarily at any time by a majority vote of the

dirc.ctors in office.

4. Re-eiection. A director may serve unlimited

consecutive terms in office.

S. Vacancies. The Board may at any meeting fill a

vacancy created by resignation, removal, or death by

electing a director to serve the unexpired portion of the

vacated term.

6. Meetings. There shall be an annual meeting of the

Board, either within or without the United States, and such

other regular or pecial-meetings as the Board may by

resolution determine. Special meetings of the Board may be

called by the Chairman, the Executive Director or by written

request of a majority of directors.

7. Chairman of the Board of Directors. The Chairman
_

of the Board shall be lected by the Board at the annual

meeting of the Board. The Chairman shall preside at

meetings of the Board of Directors and shall perform such

other duties as may be assigned by the Board.

S. Vice Chairman of the Board. The Vice Chairman

shall be elected at the annual meeting of the Board. The

- 6
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Vice Chairman shall, in the absence of the chairman, preside

at meetings of the Board of Directors and shall perform such

other duties as may be assigned by the Board.

9. Notice. Notice of the time and place of any

regular or special meeting of the Board shall be nada at

least ten days in advance of such meeting to each director,

either personally or by mail, telephone or telegram, subject

to Waiver of Notice as provided in the District of Columbia

Non-Prrfit Corporation Act. Neither the business to be

transacted at aor the purpose of any regular or special

meeting of the Board of Directors need be specified in the

Notice or Waiver of Notice of such meeting.

10. Quorum. A majority of directors shall constitute

a quorum for the transaction of business. Except where

otherwise provided in the Articles of Incorporation or in

these Bylaws, the act of the majority of the directors

present at a meeting at whilth a quorum 1. present shall be

the act of the Board of Directors.

11. Action without a flealial. Any action required or

permitted to be taken at a meeting of the Board of Directors

may be taken without a meetin; if consent in writing,

setting forth the action so taken, shall be signed by all of

the directors.



ARTICLE VI

Officers

1. Election and Term of Office. The officers of the

Corporation shall be elected by the Board of Directors at

its annual pseting to s,.ve for one-year teras and shall

consist of an Executive Director, a Secretary a Treasurer

and such other officors or assistant officors as tho BO'

may deem necessary. The Executive Director Anti be

employed by the Board and sNal7 be the general manager of

the Corporation's affa4rs under the direction of the Board

of Directors. The Executive Director shall msplay and

discharge all agents and employees of Ms Corporatizm and

perform such other duties as mzy be assigned by the Board of

Directors. During the Executive Director's temporary

absence or inability to serve, he or she may delegate his or

her powers to an employee of the Corporation chosen by him

or her.

2. Bond. The Board of Directors may require any

officer or employee of the Corporation to giTe bond to the

Corporation, in an amount to be determined by the Board and

with ,ufficient surety, conditioned upon the faithful

performance of the duties of the respective office or

employment.



3. Removal. Any officer elected or appointed by the

Board of Directors may be removed at any time, with or

without cause, by the affirmative vote of a majority of the

directors in office. Any vacancy occurring in the office of

the Corporation shall be filled by the Board of Directors.

4. Executive Director. The Executive Director shall

be the chief administrative officer and president of the

Corporation. The Executive Director shall supervise the

day-to-day affairs of the Corporation and shall perform such

other duties as may be assigned by the Board,

5. Secretary. The Secretary shall keep or cause to be

kept the minutes of all meetings of the Board of Directors.

The Secretary shall give, or cause to be given, such Notice

of all meetings of the Board of Directors as may be required

by the Corporation's bylaws or by law, and shall perform

such othor duties as may be assigned by the Soard of

DirectoTs.

60 Treasurer. The Treasurer shall have the custody of

the corporate funds and securities and shall keep or cause

to be kept full and.accurate accounts of receipts and

disbursements in books belonging to the Corporation and

shall deposit or cause to be deposited all moneys in that

name and to the credit of the Corporation in such

depositories as may be designated by the Board of

Directors. The Treasurer shall disburse or cause to be

r2



disbursed the funds of the Corporation in accordance with

the directions of the Board of Directors, and shall render

to the Board of Directors, at its regular meetings or when

the Board of Directors so requires, an account of all of his

or her transactions as Treasurer and of the financial

condition of the Corporation.

ARTICLB VII

Members

1. In General. The sole member of the Corporation

shall be The Consortium of Universities of the Washington

Metropolitan Area.

2. tieetinos. The sole member of the-Corporation shall

hold an annual meeting at such place and time as the Board

of Directors shall designate and at which the sole member

shall elect persons to the Board of Directors and may

conduct such other business as may be proper. 'The sole

member, the Secretary or the Board of Directors may call

special meetings to conduct such business as shall be

proper. Such special meetings shall be held at such places

and times as the Board of Directors shall designate. Tle

sole member may, from time to time, elect additional

directors to the Board of Directors, as the sole member

phall deem appropriate.
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3* Notice* Notice of the time and place of any annual

or special meeting shall be made to the sole member at least

ten days in advance of such meeting, either personaly or by

mail, telephone or telegram, subject to Waiver of Notice as

prcmided in the District of Columbia Non-Profit Corporation

Act. Neither the business to be transacted at nor the

purpose of any annual or special meeting need be specified

.a the Notice or Waiver of Notice of such meeting*

4. Action without a Meeting. Any action required or

peimdtted to be taken at a meeting may be taken without a

meeting if consent in writing, setting forth the action so

taien, shall be signed by the sole member.

ARTICLE VIII

Committees

The Board of Directors may by resolution adopted by a

majority of directors in office designate and appoint one or

more committees, each of which shall consist of two or more

directors, which to the extent provided in said resolution

shall have and exercise the authority of the Board of

Directors in the managing of the Corporation and the conduct

of its affairs* The Board may also by resolution adopted by

a majority of directors present at a meeting at which a

quorum is present designate and appoint other comndttees not

having and exercising ihe authority of the Board* The

designation and appointment of any ruch committee and the

delegation thereto of authority shall not operate to relieve
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the Board of Directors, or any individual director, of any

responsibility imposed upon it or him or her by law.

ARTICLE LX

Compensation of Directors and Indemnification

1. Compensation? The directors of the Corporation

shall receive no compensation for their services as

directors but may be reimbursed for such expenses as they

may incur in carrying out the purposes of the Corporation,

provided that such reimbursement in no way adversely affects

the Corporation's qualification under Section 501(c)(3) of

the Internal Revenue Code ce 1954 (or the corresponding

provisions of any future United States internal revenue

law),

2. Indemnification. To the extent permitted by law,

every person who is or was a director or officer of the

Corporation shall have a right:to be indemnified by the

Corporation against all reasonable expenses, including

judgments, fines or reasonable amounts paid in settlement,

incurred by him or her In connection with or resulting froni

any claim, action, suit or proceeding in which he or she may

become involved as a party or otherwise by reason of his or

her being or having been a director or officer of the

Corporation, provided either said claim, suit or proceeding

shall be prczacuted to a final determination and he or she



shall be vindicated on the merits, or tho.Board of Directors

shall through a quorum of disinterested directors make a

determination not inconsistent with the terms cc

circumstances of a civil judgment or conviction that his or

her conduct did not constitute gross negligence or willful

misconduct in the performance of duty and that he or she

fully cooperated with the Corporation in the defense or

dispasiton of any said claim, action, suit or proceeding.

Indemnification under this paragraph shall not exclude any

other rights to which a director or officer may be entitled

by contract, by vote of the Board of Directors or otherwise.

ARTICLB I

Reliance on Books of Account.
Records and Reports

To the extent permitted by law, the directors,

officers, committee members and employees of the Corporation

shall in the performance of their duties be fully protected

in relying in good faith upon the books of account or

reports made to the Corporation by any of its officers or

committees selected and supervised with reasonable care, or

by an independent certified public accountant, or by an

appraiser selected with reasonable care by the Board of

Directors or by any such committee, or in relying in good

faith upon other records cf the Corporation.

1 1 6
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ARTICLE XI

All notes, drafts, checks, acceptances, orders for the

payment ce-money, and all negotiable instruments obligating

the Corporation for .the payment of money shall, unless

otherwise provided by resolution of the Board of Directors,

be signed by the Executiv Director and the Treasurer.

ARTICLE XII

Fiscal Year

The Fiscal year of the CorporatifJn shall begin on July

1 and end on June 30.

ARTICLE XIII

Amendments

These Bylaws miry be altered, amended or repealed and

new bylaws adopted by a majority of the members of the Board

of Directors in office.

ARTICLE=

Dissolution

In the event of termination, dissolution or winding up

of the Corporation in any manner or for any reason whatsoever,

its retailing assets, if any, after the payment of all

liabilities and obligations, shall be distributcd to one or

more organizations described in Section 501(0(3) of the

Internal Revenue Code of 1954 (or the corresponding

provisions of any future United States internal revenue law)

selected by the Eoard at Directors in its discretion.
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Washington Research Library Consortium
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WASHINGTON RESEARCH LIBRARY CONSORTIUM
GOALS

ITo establish a common data base of library information
accessible to the participants

I To plan for and implement a program of other enhancements
to existing library and information resources and services

ITo plan for and implement a cooperative collection
development program

.41 To plan for and implement a delivery and communication
program

I To plan for and implement a preservation program

I To plan for and implement a storage program

I To plan for and construct a facility to accommodate
these functions

To plan for and implement a fund-raising program



Tit ONSOR I

Storage
Facility

Common

Database

1 Communications

Preservation

Other
inforrri9tion

Services

Collection
Management

American
Catholic
Gallaudet
George Mason

Georgetown
George Washington

Marymount
UDC
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WASHINGTON RESEARCH LIBRARY CONSORTIUM

PROFILE OF MEMBERSHIP
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Washington Research Library Consortium
Member Libraries

20,000 -

15,000

10,000

5,000

People

-18,600

4,701

10,110

AU CU GA GM GU GW MU UDC

MN Undergraduates \ Graduates C.= Faculty

Users (6/30/88)



Washington Research Library Consortium
Member Libraries

Circulation
1,251,558 78%

Interlibrary Loan
22,180 1%

Loan Transactions (6/30/88)
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Reserve
324,744 20%



Washington Research Library Consortium
Member Libraries
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Washington Research Library Consortium
member Libraries

Personnel
$13,038,950 55%

Other
$3,111,416 13%

Expenditures (6/30/88)
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Mater ials
$7,733,599 32%



Washhgton Research Library Consortium
Member Libraries

Dollars (Thousands)

$8,000

$6,000

$4,000

$2,000

$6.665

$4,841

-$3,682

$2,543
$2 216

0
vc*,..11
\,.,'' gowsitsa',\A\ s WWM,
-\\\ A,As

$2,887

$1,328
$722

AU CU GA GM GU OW MU

Personnel Materials ED Other

Expenditures (6/30/88)

UDC



'Washington Research Library Consortium
member Libraries

People

AU CU GA GM GU GW MU

NO Professional Suppor t C=1 Student

Personni I (6/30/88)
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Database Creation Cost Estimstea
Retrospective Conversion

For Titles liot Yet Converted
OCLC OCLC Labor Labor

Nember Titles Cost Total Cost Total Total

American 80,000 60.40 $32,000 $0.85 $68,000 $100,000
Catholic 460,000 $0.40 184,000 $0.85 391,000 S575,000
Gallaudat 40,000 $0.40 16,000 $0.85 34,000 $50,000
George Olsson 2,000 $0.40 800 $0.85 1,700 $2,500
Georg* Washington 15,000 $0.40 6,000 so.as 12,750 818,750
Georgetown 200,000 S0.40 50,000 $0.85 170,000 $250,000
Nsrymount o *0.40 o $0.85 o $O
UDC 175,000 S0.40 70,000 S0.85 148,750 $218,750

TOTAL 972,000 $388,800 $826,200 $1,215,000

Bibliographic Extraction Expenses (Total Tittles - Already SRA Processed)

Member Records Cost Total

Amerlcan 91,000 80.02 s1,820
Catholic 572,000 $0.02 11,440
Gelleudat 133,000 $0.02 2,660
George Mason 39,000 $0.02 780
Goorge Washington 46,000 $0.02 920
Georgetown 510,000 $0.02 10,200
Narymomt 6,000 $0.02 120
UOC 185,000 S0.02 3,700

TOTAL 1,582,000 $31,640

Database Preparation Expenses (BRA)

Member Records Cost Total

American 91,000 $0.13 S11,830

Catholic 572,000 $0.13 74,360

Gallaudet 133,000 10.13 17,290

George Mason 39,000 $0.13 5,070

Goorge Washington 46,000 $0.13 5,980

Georgetown 510,000 $0.13 66,300

Narymount 6,000 $0.13 780

UOC 185,000 $0.13 24,050

TOTAL 1,582,000 $205,660
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ler Coding Expenses

Member Volumes
Vendor
Cost

Vendor
Tote

Labor
Cost

Labor
Total Total

Ammtican * 305,%40 $0.03 $9,150 $0.10 $30,500 $39,650
Catholic 1,043,000 $0.03 31,290 $0.10 104,300 $135,590
Gelleudet 186,000 $0.03 5,580 10.10 18,600 124,180
GOOPIO ROOM 312,000 80.03 9,360 $0.10 31,200 $40,560
George Washington 1,170,000 110.03 35,100 $0.10 117,000 $152,100
Georgetown * 622,000 S0.03 18,660 $0.10 62,200 580,860
Narymount 82,000 $0.03 2,460 $0.10 8,200 $10,660
UDC * 220,000 $0.03 6,600 $0.10 22,000 128,600

TOTAL 3,940,000 $118,200 $394,000 $512,200

* Estimate of votumes that have not yet been bar coded with Cociabar

TOTAL ALL COSTS
HALF Of COSTS

$1,964,500
$982,250
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National Endowment for the Humanities

BUDGET FORM
Cue me. 311114en

Project Director If Inas is a revisd budget. )nolcale the NEIl application/grant
number:

Paul Vassal lo
ancirsi Organisation

Washington Research Library -Consortium11......
Requested Grant Period

Frenolan 1989 to July 1990
wow mow

The three-colunm budged has been developed for the convenience of those applicants who wish to identify the project costs that will be
charged to NEH funds and those that will be cosi shared. FOR HEN PURPOSES, THE ONLY COLUMN THAT NEEDS TO BE
COMPLETED IS COLUMN C. The method Of cost computation should chiefly indicate how the total charge for each budget item was
determined. tf more spice is needed for any budget category, please follow the budget format on a separate sheet of paper.

When the requested grant Period I eighteen months or longer, separate budgets for each twelve-month period of the project must be
developed on duplicated copies of the budget form.

Jan
SECTION A budget detail for the period f

1989 July 1990
rom to

mc/Yr mcdp

1. Salaries and Wages
Provide the names and titles of principal project personnet. For support staff, include the title of each position and indicate in brackets

; the number of persons who will be employed in that capacity. For persons employed on an academic year basis. list separately any
salary charge for work done outside the academic year.

method of cost computation NEN Funds Cost Suring Total
name/titie of position no. SaMple) (c)

Paul Vassal lo. Pro101ri danotan cum LLBOB....

Ltida_kina,...actiLligir 1 18mot.x50% At $445800/vr '4,944 34.244_

Nary Pound, Corjs.Speci 1 1 12mos_,1751 t $24,000/vr* 18,540 18.540

rant Pound. Cthii..site4 1 I 6raos.iI0%It S24.0013/vr* 16;180

Secretarial Support I lj 18mos.L30% at S21.500/yr* 10,062 10.06Z

Pres.Plan'g 4j lawillautkitazuggistrL. 35.568 35.568

2.6521ABLSID1115. 6 &UAL 1.2.550___

&Leask time trainees 1 4 6mosxl00%at 180OOIyr HAL 31,0,8_0
Data .Collectors 1.500hts z$5.75/I.r

SUBTOTAL
89625 13_625

$71159431 $4W1162;351--
2. Fringe Benefits *Note: 6% increase to salary added for FY1989-90 -

IIf more than one rate is used, list each rate and salary Das&

rate salary base (a) (b) (c)

NEH ILL% of s aM406 $23,177 $ 23.,1778 **

$ 46,926 10,183 10,18ZCost Sharing 21.7 vs of

**Note: does not incl. SUBTOTAL $_za.azz. :10.183 $ 33)360
data col 1 ectors

3. Consultant Fees
include payments for professional and technical consultants and honoraria.

no. of don daily rate of
name or type of consultant On Project compensation (a) (12) (c)

ftutta Reed-Scott 6 300 $...11800_ $ 1,800
Pres. Meg Spec.

%Sr

IMININOME 1071,..,..01.111.

111.1....mapmwm

$ W.M.MIMM

$PUMW ommnmel:= rrIrems

3 4
SUBTOTAL $UM_ $ 1.800



HEN Budget Form Page 2

4. Travel
Far each trip, indicate the number of persons traveling. Me total clays they vrill be in travel status, and the total Subsistence and
transportation costs for that trip. When a project will involve the travel of a number of people to &conference, institute. str.., these casts
may be summensed un one line by intliCaling the point of engin as -various. AU foreign travel must be listed separately.

no. ot total subsistence transportation NEN Funds Cost Sharing Tow
fromfte persons travel costs costs (a) (ti) 10

1 - anctnnpach 1 1 1 1 dr l S.-200 S-300. S-5Q0....... 8.--- 11.--609
2 i IIIIII n N _JUXL-_ __MI__

3
11 5

( II I 1
a ,

I
5 II ....500.-- ___5110_

4_ e a i 1 1 i 11 1

i
X II .=.50a. ...501L.

5 3 " i t 5 3 _SOO_ _50fL.
6 se I I I l 1 i

a
__saa__

.

I 1 I 1 -----
SUBTOTAL ar0130--- L sa.ana__

S. Supplies and Materials
include consumable supplies. materials to be used in the project, and items of expendable equipment I.e., equipment items costing Mu
than 5500 or with an estimated useful life of less than two years.

Hem basis/method of cost computation (e) (b) (o)

p-add'l Planning Manuals
& Resource Notebooks $100/set

=1=.. 5 °°

Canswation-suPiags 1222_
Statistical _Analysis Software $15nicopy 150 150

7
11111, /MP MMIMININIMMINNMOIMI

SUBTOTAL

.....1
0.650 IOW M 11411111111)6

6. Services
Incivde the cost of duplication and printing. long distance telephone. eqUipment MAUL Onstage. *Ad other serviees related to proieot
objectives that are not included under other budvet categories or in the indirect cost pool. For subcontracts over $10000, provide an
itemization of subcontract costs on this form or on an attachment

1

item trailnda 413st "8"Putation
(a) MI (o) .

i ARL Pres. Planning Study.....ineL_Estay.s-tif-tansulting $-5,430-- s $4,490
; G.U. Courle in stat.anal.softw4rq Q$t, value 350 350
i

i

1 3 5

SUBTOTAL 0_1E11_ 4 3" $8,350
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7. Other Costs
Include participant stipends and room and board. sowpment OurchasIls. and airier darns not previously fisted. Pleas* now mat
mmocailansaus- and "contingency" are not acceptable budget caiegones. Refer to Me budget insuuctions for the restriction on the
purchase of permanent equipment.

item buisinsethod cf cost computation

Ina.tmlanis -FAH 1 fty ::142.xentaL.23.Eat .$25/sq.f.t.:
.14.r..renta3._tit.42.011(14yrfnmputpr.1.20.._rentaULS4fiflizaar._.

Wahrtgri nu or ktonirl-e. ,u

.....=1111=

8. Total Direct Costs (add subtotals of items I through 7)

NEM Funds Cost Sharing
01)

3-5,940
2,000.

ck 477

Total
(C)

-27000
460.
SLAV

SUBTOTAL $ s 66.787 s 66,M7

S10458. 424, 246 280 304

9. Indirect Costs (This budget item applies only to institutional applicants.)
If indirect costs are to be charged to this project, check itie appropriate boa below and provide theinformation requested. Refer to the
budget instructions for explanations of these options.

O Current Indirect cost rate(s) has/have been nehr,.;..ed with a federal agency. (Complete items A and B.)

O Indirect cost proposal has been submitted to a Went agency but hot yet negotiated. (Indicale the name Of fhe agency in item A
and show proposed rate(s) and base(s), and the amount(s) of indireCt costs id item 8.)

O Indirect CON proposal will be sent to NEM if application is funded. (Provide an estimate in item 8 of the rate Met will be used and
Indicate the base against which it will be charged and the amount of Indiroct costs.)

tX Applicant chooses to use a rate not to exceed 10% of direct costs. less dist 3rting items, up to amaximum charge of $5000. (Under
item B. enter the proposed rate, the bass against which the rate will be Charged. and Me computation Of Inrect costs Or $5.000.
whichever sum is loss.)

A.
name of federal agency date of agreement

B. NEN Funds Cost Sharing
(b) (b)rate(s) bese(s)

% of

% of $

$-- S
TOTAL 1NOIRECT COSTS $ _5401_ s

10. Total Project Costs (direct and Indirect) for Budget Period

136

Total

=1
a61,D58. 5124,244- $285,304
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SECTIONS Summary Budget and Project Funding

SUMMARY BUDGET
Transfer from section A the total costs (column c) for Hon category of project expense. When me proposed grant was i$ eighteen
monuis or longer, project expenses for each twelve-month period are to be listed seflarktelY and totaled in the Met column ot the
summary budget. For protects that will run less than efghleen months. only the last column of ihe summary budget should be

completed.

Budget Categories

1. Satanes and Weges

3. Fringe Benefits

3. Consultant Fm

First Up/ Second YEA,/ Third Year/
from: 1 /1 AV from: 7/1/89 from:
10:7/1/89 to: 7/1/90 to:

:Mang_ 1184.4.57_.

-14165-

1,200-

-19.495-

--SOO-

TOTAL COSTS )R
ENTIRE GRANT
PERIOD

g 1670AZ

33,360

1,800--

4. Travel

S. Supplies and Materials 4,650

6. Services
_740a_ 1,150- 4,350

7. Other Costs 47r747: 491040 44,78;---
ft Total Direct Costs (I(ems 1-7) 5128062 $.4.50.744,2 s278,304

9. Indirect Costs
1 666 / 3,3341 L.--5.#00n

10. Total Protect Costs (Direct & Indirect) , S28 LUA 476 S=1,MIN!IM, $?85,304

PROJECT FUNDING FOR ENTIRE GRANT PERIOD

Requested from NEN:t

Outright

Federal Matching

TOTAL NEM FUNDING

S.-161,1715/1

s-161.458._

Cost Sharing:"

Cash Contributions

In-KInd Contributions

Project income

TOTAL COSI' SHARING

Total Project Funding (NEM Funds Cast Sharing)" $385 304_

'Indicate the amount of outright and/or federal matching funds that is requested from the Endowment

L; 57,109

s_67,137

024,246

"Indicate the amount of cash contributions that will be made by the applicant or third parties to support project expenses that appear in

the budget. inciude in this amount third-party cash gine that will be raised to release Worst matching funds. (Consult the program

guidelines for Information on Cost-Sherttva requirements.)

Occasionally. ln=ldnd (nincash) contributions are included in a project budget as a part of the applicant's cost sharing: e.g., the value
plservices or equipment that is donated to Meproject free of charge. if this is theme, the total value of in-kind contributions should be

indicated.
When a project wits generate income that will be used during the grant period to support expenses listed In the budget. indicate me

amount of income that will be expended 00 budgeted project activities.

"Total Project Funding should equal Total Project Costs.

Institutional Grant Administrator.

Complete the information requested below when a revised budget is submitted. Mock 1 1 of the application cover sheet instructions

contains a description of the functions of the institutionai rant adnunistrator. The signature of this person indicates approval of the

budget submission and the agreementof the organitatiOn to ant share Project exPenses at the levit indicatedunder-Project Funding--

Paul Vassallo, Executive Director, WRIX
Name and Title (please type Or Omni

1 3

Signature

Telephone 1_2;;94,60.

Date 6 8 2,8



IMPLEMENTATION OF PRESERVATION PROGRAM AT WRLC

I. Introduction

The alarming rate of decay of large portions of the research
materials in libraries nationwide proVides a serious reminder
that the lifespan of a book is limited. Unfortunately, the
length of that ,lifespan has been cut even shorter by the way
books have been manufactured, and ultimately, by the way they are
maintained. Because of the magnitude of the problem, even with
generous amounts of expertise and resources, an extraordinary
amount of time and effort will be needed to meet the preservation
challenge that threatens to destroy millions of existing library
volumes.

In the meantime, however, libraries--individually,
cooperatively, and regionally--bear the responsibility for
identifying items most at risk and for implementing appropriate
conservation measures to keep existing nollections of books
intact. Until new solutions are found or forced upon libraries,
researchers rightfully expect that, for as long as possible, they
will have continued free and equal access to the materials they
have been using.

By extending the useful life of existing collections,
libraries can provide, not only broader access to these
materials, but also time for other strategies to begin working.
With time, approaches to neutralize and strengthen acidic paper
may be perfected. With time, cooperative microfilming programs
may establish a pool of resources large enough to serve libraries
nationwide, and systematic enough to make it readily apparent
which titles may have evaded capture on microfilm. With time,
reliable and cost-effective new technologies for reformatting may
be developed.

Recognizing the need to begin to undertake conservation on a
larger scale, the Washington Research Library Consortium (WRLC)
established the development of a preservation program as a
primary objective. Through the leadership of the WRLCI a
coordinated preservation center is planned that will eventually
provide storage, preservation treatment, microfilming,
deacidification, and become a clearinghouse for preservation-
related information. It will be a model for other regional
programs in the nation. Capital funding has been approved for a
shared on-line catalog, t.461 construction of a central facility,
including necessary preservation equipment. Twenty acres of land
have been donated for WRLC use. To date only a few academic
libraries in the Washington metropolitan area have taken
significant steps in the direction c;r preservation. In order to
proceed, training, preservation planning and program development
need to be.undertaken at each of the universities, relying
primarily u:on staff already in place.



NEW support is sought to take the first steps in seting the
groundwork for a larger scale preservation program of the future.
An initial two-phase project will create the basis for future
implementation of a more comprehensive program: (1) to identify
the range and magnitude of current preservation needs by
conducting a cooperative condition survey of the WRLC libraries,
and (2) to expand the services of an existing preservation
facility performing basic collection care treatments in order to
gather shared preservation experience as a pilot project, prior
to the a creation of a larger, regional center with a broader
array of services.

Ten participating general and law libraries within the eight
universities will appoint preservation liaisons who will spend 15
percent of their time in joint planning meetings and will
coordinate the preservation work within their own libraries.
Taking advantage of resources already in place at the Georgetown
University Law Library, the overall work of both phases can be
coordinated by an experienced preservation administrator. The
libraries will, however, require expert assistance from a
consultant experienced at teaching the Association of Research
Libraries (ARL) preservation planning strategy, to design and
conduct a coordinated survey for ten libraries within the eight
institutions. Four law libraries and one library with strong
holdings in Law will share the technical expertise and equipment
investment at the Georgetown University Law Library conservation
workshOp. Four staff members from the WRLC libraries will be
trained to perform appropriate conservation treatments for care
of circulating collections. In this way, collective resources
can be shared and problems can be solved more effectively and
more efficiently than would be possible for any institution
acting alone. Through this approach the institutions will take
responsibility'for their own collections, and for training their
own staff in preservation approaches. NEN assistance will enable
the trained staff at the Georgetown Law Library and an ARL
consultant to play a coordinating and training role and to assist
the other WRLC libraries thereby establidhing a framework in
which a more comprehensive cooperative preservation program can
be de7eloped in the future.



II. Background Information

The recent creation of the Washington Research Library
Consortium is an important development in the history of inter-
university and academic library cooperation. The WRLC has the
potential of being a national model for other metropolitan area
universities. The university presidents have approved an
operating budget primarily supported by member university funds
to enhance further library cooperation and to strengthen total
library services within the eight universities, public and
private, located in the Washington metropolitan area.*

Generous support from several Washington area foundations
provided seed money for initial staffing and the planning process
during the important developmental phases. The U.S. Department
of Education also provided needed funds for the study of the
governance and cost-benefits associated with its development.
The supp*rt of the several local and state governments has
further bw. .tered in this enterprise, specifically and most
generously, Prince George's County, which donated twenty acres of
prihe land to the.WRLC.for the const..uction of the central
facility. Lastly, but perhaps most importantly in terms of
moving the development of the project forward, was the
appropriation by the Congress of the United States in December
1987 of $6,702,000 in capital funds, for computer equipment,
construction, and other capital costs that are essential to the
=144 in summary, a sound fiscal base has been established to
achieve and put into operation a national model of regional
academic library cooperation.

Ultimately, a very large, sophisticated preservation program
is envisioned. A wide array of preservation services will be
provided. Treatment programs, begun through sharing the services
of trained personnel, will be developed. For example, the WRLC
central preservation facility will become, not only a large scale
storage f5cility and computer center, but also a prgservation
treatment center and a clearinghouse of preservation-related
information. It will coordivote preservation activities, provide
agreements of preservation priorities and assignments, make
provisions for bibliographic flagging of last copy, coordinate
development of preservation plans, share reformatting projects;
train personnel in handling, environmental control and

* The eight WRLC members are: The American University, The
Catholic University of America, Gallaudet University, George
Mason University, The George Washington University, Georgetown
University, Marymount University and the University of the
District of Columbia.
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monitoring, maintenance and repair, pravide educational programs
and workshops, jointly purchase or lease expensive equipment,
jointly purchase preservation supplies. In addition, some
activities for continuing programs remain to be established, such
as joint disaster teams and assistance, shared access to disaster
equipment, centralized storage for microform negatives, a shared
deacidification facility. The universities will target materials
for treatment in identified subject areas within the general
collections in the libraries, for example, Latin American
materials and unique and valuable Americana materials.

Prior to establishing comprehensive preservation programs,
the WRLC is seeking assistance to build upon preservation
expertise that already exists within the universities. It needs
to take the first steps in cooperative planning and begin to
establisp cost-effective 'preservation approaches. It will engage
in initial assessment activities involving selected staff in
member institutions in preservation planning, and it will expand
the services of an existing conservation facility within the
universities to serve a larger number of libraries. This initial
two-phase preservation project is an important component of the
overall objectives of the WRLC.

The basic requirements of fruitful cooperation among the
universities and their libraries have already been established.
There is a fifteen year history of cooperatim of the University
Presidents and their administrators under the Consortium of
Universities in the Washington Metropolitan Area. There is also
a thirteen year history of constructive cooperation of the
University Library Directors and their staffs under the Library
Council. Their dedication, cooperation, support and hard work
over a four year period resulted in the plannim and development
of the WRLC.

The.agreement of the WRLC library directors of the member
universities and their staff after an intensive study resulting
in the selection of a common integrated library system (NOTIS) is
in itself is a fine example of intelligent, cooperative decision-
making. NOTIS is widely recognized as one of the most
sophisticated automated library systems available. This library
applications software was developed by Northwestern University.
It provides an integrated library catalog with a wide variety of
bibliographic and preservation information. The online,
interactive, public access catalog employs a simple, clear
command language. It will enable library users on any of the
campuses to search via computer terminala the merged database of
the holdings of all the university libraries, enabling each
library to view each other's detailed holdings, thereby

4
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establishing closer communication and access to more specific
data than is possible in larger nationwide networks.

Collectively with over 6 million volumes, the collections of
the eight WRLC universities provide rich academic resources to
researchers in the Washington Metropolitan area and in the
nation. Individually, the library collections are strong.
Howewu4 the subject interests of the WRLC universities are
clustered in the Humanities. Notable collections are found at
more than one library in the same and complementary subject
areas. Together the combined collections Provide important
national resources in a number of fields of study.

Georgetown University, founded in 1789, the oldest Catholic
university in the nation, is a member of the Association of
Research Libraries. Together, Georgetown, Catholic (founded in
1889) and George Washington (founded in 1821) universities have
notable, long-established collection strengths in the History of
Religion, among other subjects: Catholic History, Jesuit History,
Catholic Americana, Canon Law, Labor and Church History, Medieval
Studies, Portuguese and Spanish Semitics, Judaic studies. Other
joint areas of strength in special collections of national
significance exist at Georgetown, American and at George
Washington universities in Diplomacy, Foreign Affairs, and
International Relations. There are also collections of
distinction in local history and culture of the Washington
metropolitan area, including history of the Province of Maryland
at Georgetown University, the first college in the District of
Celumbia; the culture and history of Washington D.C. at George
Washington University; Northern Virginia history at George Mason
University. Gallaudet has a nationally important special
collection of materials relating to deafness. Distinguished
special collections exist at American University in the culture
of Japan, Asie and the East; at George Washington in the Ris:ory
of Print, at the University of the District of Columbia for the
Black Film Institute; at George Mason on the Federal Theatre
Project 6 New Deal Culture, and the papers of Senator William
Scott, among others. With the aid of the shared bibliographic
data base it will be possible to identify unique and overlapping
areas of specialty with more precision.

It would be difficult to list all the strengths of the WRLC
libraries. However, a few recognized strengths deserve
particular mention: American and English LiterAturit (Catholic,
Marymount, Georgetown); Art History (G.W.); Art and Architecture,
Social and Behavioral Sciences (American); History (American,
G.W., Georgetown); and Economics (American, G.W.); Humanities
(American, U.D.C.). These are just a few of the outstanding
subject collections which can be found in the Washington D.C.
area universities.

Law is a subject strength in five of the universities that
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have American Bar Association accredited graduate programs, and
separate law libraries. Like the general library directors, the
law library directors in these five universities (Georgetown,
American, George Washington George Mason, Catholic) have
established close relationsllips. They have formed a tradition of
cooperative planning and coordination in automation and the
creation of joint bibliographic products among other areas.

It is notable that Washington, hub of government, is also a
national center for the practice of law. Nationally significant
cases and policy issues, the cutting edge of legal theory, come
before Washington lawyers. Consequently, the research needs of
the Washington legal community are varied and profound. Through
the actions of various regulatory agencies located in Washington-
-ITC, FTC, FCC to name a few--new legal policies are developed
and set in motion. The legal profession, perhaps more than any
other, relies upon documented information and the expert handling
and interpretation of that information. Uncompromising demands
are placed on the academic law libraries to provide a noteworthy
breadth and depth of legal literature to support the Washington
legal community.

Moreover, the prepon0-rance of legal literature has enduring
research value, not just fur the legal community but for other
researchers as well. Historians, philosophers, sociologists as
well as other scholars in a broad range of humanities and social
sciences study law as a reflection of our society's values.
Philosophy of law, legal ethics and jurisprudence sdholars
recognize the intimate relationship between law and culture.
They recognize that our world view is inherently tied to the
language of law, the process of dispute resolution and the
methods by which legal doctrine is established.

Our culture's legal and philosophical outlook forms the
foundation for the way our society functions and thinks. For
examplel.the guarantees provided by constitutianal law and
freedom of the press ensure the continued existence of our
independent media and the rights of journalists. Legal decisions
set the framework for interdisciplinary areas such as
international studies, labor studies, urban studies and women's
studies. Civil rights and administrative law issues define the
perspective for ethnic studies such as Jewish studies and Native
American studies. Intellectual property and copyright issues are
critical to writers of literature and drama.

Similarly, the field of Law draws insights from the
Humanities and Social Sciences. For this reason, a general
background in social, religious and economic history is essential
to the undetzt.anding of legal history, religious law, Jewish law,
canon law and Islamic law. Likewise, psychological theories have
been used to explain decision-making in jury studies. Economic
theory has been set forth to explain the motivations underlying

6
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legal actions and decisions. Social theory and philosophical
viewpoints have been recognized as affecting the development of
criminal law. In recognition of these ties, Georgetown Law
offers a Humanities and the Law course. This course is taught by
a full-time Georgetown Law faculty member with a Ph.D., not a

Within these fields- -law, jurisprudence, the history of law,
as well as a myriad of subjects relating to law--indepth
scholarly collections of aver 1.4 million volumes have been built
in the five academic law libraries. The combined collections
provide an impressive array of national resources. Georgetown
University Law Library collects at a.research level for all areas
of Anglo-American and International Law. Special collections
within the law libraries include thousands of antiquarian and
out-of-print books, on subjects such as American Legal History,
International Law, and Patent and Customs Law.

Within the general and law libraries, the book is still the
predominant format; it constitutes the vast majority of resources
in the general and subject libraries. Even in the law libraries
where full text of primary material is readily available on-line,
the book format is still overwhelmingly chosen by publishers and
is strongly preferred by many library users. Because .of the
precedential nature of law, historical volumes always remain
important to legal researchers and scholars.

Unfortunately, the immense collections that underlie and
give vitality to these institutions of higher education are
threatened by the accelerating decay of their paper-based
records. The alarming embrittlement of acidic paper manufactured
since the mid-19th century is one problem. Washington's extreme
climate changes and its polluted urban environment contribute
significantly, over the years, to embrittlement. The Library of
Congress estimated that 25 percent of its collections were
brittle in 1985. Georgetown University Law Library's survey
estimated that 24 percent of its books had brittle or weak pages.
Time "brittle book" problem, however, is just a magnification of
preservation problems that will always exist within collections
of paper records.

Books, which consist of a variety of organic materials, are
easily damaged, particularly when they are heavily used by
students and scholars. The surveys done at George Washington in
1982 and Georgetown Law in 1984 indicate that an estimated 57.6
percent of Gelman's total monograph collection is moderately or
severely deteriorated and that an estimated 29 percent of
Georgetown Law's total collection needs repair or is beyond
repmir. Since identical criteria and methods were not used at
both schools, unfortunately, it is impossible to compare these
statistics. Another problem in drawing conclusions from this
data arises because the surveys were done so long ago. The
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situation in 1988 could be quite changed from that found at G.W.
six years ago. Finally, both surveys would have been improved if
they had more closely related specific preservation problems to
appropriate treatment strategies.

A new survey, this time inclmding tan WELC libraries will be
conducted in a coordinated fashion with identical data collection
forms. It will provide the comparable data needed to assess the
relative condition of the collections in the universities'
libraries. When linked to the refined knowledge about subject
strengths that vill be available through the shared data base,
the findings will be even more valuable. It will enable the
libraries to have confidence that their conclusions will be based
on a realistic assessment of the magnitude and type of their
preservation problems. Hard data available from this type of
joint survey, designed to reveal programmatic needs, will enable
the MR= libraries to make judgments about appropriate treatments
like deacidification, various types of repair or rebinding,
microfilming. For example, books npt yet brittle can be
deacidified in ths future. On the other hand, books that are
brittle should be replaced or reformatted (as in preservation
microfilming) if warranted by their bibliographic content. Ifnot worthy of, or capable of immediate replacement/reformatting,
the fabrication of box enclosures will at least provide a miminal
level of protection from further abrasion. Books identified
as worn or damaged as a result of heavy or careless use, but are
not yet brittle, will be good candidates for repair or rebinding
programs. The findings will enable the WI= libraries, as a
group, to proceed to the formulation of joint plans, policy and
treatment priorities.

Based upon survey findings libraries in addition to
Georgetown may decide to eventually establish inhouse'
preservation facilities, in addition to the central WRLCpreservation facility. It would be ideal to have a full-scale
inhouse conservation treatment facility in eadh library. But for
smaller libraries this may not be economically feasible or thebest use of scarce resources. The smaller libraries may want to
rely for some time on a cooperative treatment programs such asthe planned central WRLC facility.

Moreover, the national shortage of conservation specialists
umnild make it difficult for smaller institutions to staff small
treatment facilities. Despite a number of innovative training
programs that have been proposed and developed--such as at
Columbia University and Johns Hopkins--prestigious research
libraries still find it difficult to recruit qualifiedconservation specialists. Collection conservators that can
perform a wide range of simple but conservationally-sound
repairs, and who can imanage a high-volume, multi-faceted program
of collection care are in high demand. Therefore, cooperativetreatment facilities not only spread out the cost of equipment
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and supplies, they maximize the talents, knowledge and
capabilities of the conservation specialists we have.

The concept of a shared conservation facility for basic
repairs is an innovative one. Such a facility will have the
capability to repair the frayed or detached bindings, rather than
construct new bindings, as is done in a commercial bindery. Or
it may recommend protective enclosure, which can provide .

essential protection for the fragile paper within many aging
volumes. These simple treatments can dramatically reduce and
correct the damage suffered in valuable collections that have
permanent or long-term research value. Furthermore, through
repair, resources can be directed toward the protection and
treatment of books which have not yet readhed an advanced stage
of deterioration, thereby avoiding more extensive problems in the
future.

The WRLC law libraries will test the concept of a consortium
facility for simple repairs of circulating collections. In doing
so, they will extend the lifespan of the WRLC library collections
that are treated. In addition by centralizing the facility, the
volume of work that is handled will be expanded. The larger
volume of work will create training opportunities for
conservation support staff that would not be available within
smaller operations. The training component of this project will
provide valuable experience for four new conservation
technicians.

The project will utilize existing staff through a project
that builds on administrative and conservation experjence of
participating staff members. It will draw upon the existing
equipment and resources of Georgetown University Law Library
conservation facility. Georgetown Law's conservation program now
includes an integrated approach to binding, repair, boxing, and
replacement. With a preservation staff of 3.5 fte and an annual
budget of approximately $100,000 Georgetown preserves over 6,400
volumes per year, and replaces several thousand as well, with
reprints, new editions or reproduction editions. The library's
positive results in performing item treatments, are complemented
by environmental monitoring, disaster preparedness, and technical
advice concerning preservation for all library units. The
inhouse treatment program, begun in 1985 with an equipment and
physical plant investment of about $10,000, now includes a solid
staff with formal training in book conservation. The-full story
behind the establishment of Georgetown Law's conservation unit in
1985 is chronicled in an article included in Aooendix A. Thus,
Georgetown Law has a significant conservation program in place
with staff specialists who can help other WRLC campuses start a
program, and prepare the way for a major cooperative WRLC
conservation program.

Through this project, the participating libraries will
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enrich their preservation capabilities, and thereby increase the
number of library staff with preservation awareness. This is an
important benefit to the field of preservation where there have
been too few trained librarians, and a benefit to the academic
libraries in the Washingtoa metropolitan area in particular.
MO will prepare for the time when they will share an even
larger dhared conservation treatment facility, with a broader
base of services. Their experience will lay a groundwork for
future development of a shared staffing facility in the WRICle
new building which will be under construction in 1990. The
implementation of the project will yield an appropriate awareness
of what configuration of shared preservation staff will be needed
in the future. It will suggest production and capacity quotas
for a central treatment facility, and will teach the libraries
methods for controlling the flow of materials from their
libraries to the shared facility and back again. This experience
of implementating a shared treatment facility will evoke a
commitment from the participating universities in what is hoped
to be an ongoing program for the new, large central storage and
treatment facility.



III. Description of Proposed Project

The purpose of this project is to assist the WRLC libraries
in taking the first steps toward the development of cooperative
preservation programs. Initially, this two-phase project will
prepare the libraries for making further plans to develop a large
shared preservation facility in the future.

During the first phase of the project, a library in each of
ten libraries will designate a Preservation Planning librarian.
The coordinated activities of these Preservation Planning
librarians will require new and expanded roles for staff already
in place. NEH funds are requested to retain an experienced
consultant in the library preservation field to provide the
technical assistance needed to create coordinated preservation
programs. With the guidance of the consultant, an existing
preservation manager will assist in training personnel in member
libraries to conduct random sample book condition surveys in each
of the participating libraries. The ARL Preservation Planning
program will provide the framework for the study. The ARL self-
study manuals will provide the basic methodology for conducting
the design and analysis plus design. (a fuller description of the
ARL Preservation Planning Program is included in appszsliza) The
consultant will provide assistance to adapt the study to local
needs.

In the second phase of the project, using an experienced
preservation administrator and a trained collections conservator,
the Washington Research Library Consortium will initiate a pilot
project to experiment in the expansion of its conservation
treatment activities through the development of a central
preservation center. It will draw upon and expand the
capabilities of established resources that already exist within
one of the Consortium libraries: a fully equipped, fully
functioning conservation facility, staffed to perform
conservation treatments to protect and repair endangered and
deteriorating collections. The Washington Research Library
Consortium is seeking assistance for pilot project development of
a shared conservation service that will serve, initially, the law
libraries of four of the consortium libraries and the law
collection of one of the general university libraries. An
important result of this project will be the protection and
preservation of extensive research resources in the field of Law.

All of the libraries participating in the shared
conservation workshop phase of the project will have already
participated in the preliminary condition survey. The survey
findings will assist them in establishing their program
objectives and treatment priorities. A staff member from eadh of
four of these libraries will serve as conservation trainees.
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The librarians from the five libraries who served on the
Preservation Planning Committee will continue to guide and
monitor each phase of the project. They will select materials
for treatment, participate in the planning and logistical aspects
of the program and evaluate the treatments received. Based on
statistics which will be systematically collected throughout the
project, and what is learned in analyzing the results, theie
preservation librarians will gain valuable insights about
implementing cooperative programs. As well, they will learn to
make choices concerning appropriate systematic approaches needed
in their own libraries. Some of these choices may not have been
evident before the start of the program, and may go beyond the
scope of the program. Afterwards, they will be more capable of
assessing options and developing recommendations for cooperative
preservation in the future. The final evaluation of the
project's impact will be made by the Preservation Planning
Crimittee, with assistance from the consultant.

The Georgetown University Law Library's treatment facility
is Well equipped to carry out this project. Since its
establishment several years ago, it has been staffed with a
Conservation Specialist. The Georgetown Law Library facility has
received national recognition as a model program for moderate
sized library conservation programs. It has been one of three
Washington sites visited for the past two years by the
corservation training classes taught at Johns Hopkins University
Librawy, as representative of a conservative, cost-effective
approach that provides positive results.

In addition, the WRLC will implement its plan for
identification of preservation information within the
bibliographic record. In developing and refining its central
NOTIS database, there ars numerous types of preservation
information that libraries will want to include. For example,
preservation actions such as (1) reformatting in microform,
preservation photocopy, or some other media; (2) conservation
treatment; or (3) deacidification will be recorded on pertinent
records. Furthermore, technical information about a reformatted
item will ha recorded. In addition, information about the
physical characteristics of an item (alkaline paper, acidic
permam, brittle paper) will be accommodated. Queuing information,
to indicate that an item is scheduled for filming, will be shared
to reduce duplicative filping efforts. copyright information
specific to an item will also be recorded where applicable.
Finally, the WRLC anticipates that identification of collection
development priorities and responsibilities will be an important
element to preservation decision-making. Wherever possible, WRLC
libraries will utilize appropriate fields in the MARc
bitaiographic record and in the US MARC Format for Holdings and
Locations to identify preservation information (for example the
007,035, 583 and various 500 note fields) The relatively small
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number of libraries served within this close geographic region
makes it feasible for each library to look at the other library's
holdings (and notes that may appear in these fields), thereby
establishing close communication concerning the item-by-item
preservation activities taking place in each member library.

One of the significant strengths of the program is the
training it will provide, both the Preservation Planning

.

librarians and to those selected to learn treatment techniques,
who will, at the end of their six month training period, bring'
those skills back to their libraries. All the training will be
provided by experienced and trained preservation professionals.

Through these activities, the concept of a shared
conservation center can be established and tested. A network of
librarians jointly knowledgeable about the preservation needs of
the member libraries will be created. This project will build a
strong basis for cooperation that can be used in future expanded
WRLC programs and in national cooperation in the preservation
arena.

There will be two periods of evaluation, one coinciding with
the analysis of the book condition survey findings, and another
longer evaluation period at the end of second phase of the
project. During these evaluation periods the Preservation
Planning librarians will review the project up to that point,
identifying its impact in terms of key results: the number of
items treated, the knowledge gained by the professional
librarians, the new skills learned conservation trainees, the
implementation of new preservation policies and procedures within
the WRLC and its libraries, the existence of a network of
preservation planning librarians, and the development of a
coordinated strategy for future WRLC preservation activities. It
is expected that the WRIC will have developed the experience to
make future recommendations for more comprehensive coordinated
programs to meet the preeervation needs of member university
libraries, including the requirements-for space, equipment and
staffing of a shared central library facility capable of serving
all eight member universities.
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rv. Plan of Work

Throughout the two-phase project, Linda Nainis, the
Assistant Director for Collection Management at the Georgetown
University Law Library will act as Project Manager (resume
attached). She will play a key coordinating role in juiding,
organizing and scheduling the work and the resources committed to
the project. She will be assisted, during the first phase.and
during the final evalution at the end of the project, by Jutta.
Reed-Scott, an ARL Preservation Consultento who will bill the
project at the standard ARL rate (resume attached). During the
second phase, Mary Pound, Conservation Specialist at Georgetown
University Law Library, will train the conservation technicians
drawn from participating libraries and will manage the day-to-day
operations of the shared conservation workshop (resume attached).
NEM funds are sought to release Linda Nainis half time from her
regular work for the duration of the project, and to release Mary
Pound from 75 percent of her Georgetown Law Library
responsibilities during the twelve month period of intensive
training of four conservation assistants. During the period in
which she is preparing the work site and collecting training
materials for project and during the final evaluation stages,
Mary Pound will work on the project 50 percent of her time.

As Project Director/ Paul Vassallo, Executive Director of
the Washington Research Library Consortium, will have oversight
responsibility for the project during the full 18 month period of
the project. He will monitor the results and will ensure that
the focus of the project remains compatible with the needs of the
WRLC member libraries.

The girst phase, the random sample book condition survey, is
designed to last three months. Each of ten participating
libraries have pledged their commitment and support of this
project. This includes four law libraries (the fifth was without
a director at the time project plans were being developed) and
six general libraries within the eight universities. (letters of
support from each of the participating libraries are in Apagndig
g) At the start of the project, each participating library will
have selected a professional stAff member to form the
Preservation Plahning Committee and to direct the conduct of a
condition survey their library's collections.

During the first month, the Preservation Planning librarians
will meet with the ARL consultant several times for planning
sessionts to decide on the design, sampling frame, what
collections are to be sampled, the size of the sample/ what
information will be gathered, and what forms will be used. The
salaries of these Preservation Planning librarians, who will
spend approximately 15 percent of their time on these activities,
will be contributed from their member institutions. The
consultant will review the products and instruments produced for
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the condition surveys.

In the second month, data will be collected at all the
libraries simultaneously. The ARL consultant will meet again
with the Preservation Planning librarians to assist the
individual teens in carrying out the condition surveys. This
work can be carried out economically by training small teams of
student assistants from each library to collect the data. The
data will be input on a central computer, again using one or two
student assistants, for which NEB assistance is requested.

Then, during the third month, under the direction of the
collection management librarian at Georgetown Law Library and the
overview of the Preservation Planning librarians, the data will
be manipulated and analyzed, using a shared statistical package
available from Georgetown University at a very nominal fee. The
AIM consultant will assist the individual teams in planning and
carrying out the condition surveys, and provide assistance in the
analysis of the data, in assessing options and the development of
recommendations and plans for a cooperative preservation program.
A joint report will show findings and recommendations of the
Preservation Planning Committee.

During the initial three month phase, in addition to the
conservation survey, the Preservation Planning librarians in the
law libraries and the conservation ltbrarians at Georgetown Law
will use this time to order supplies, conduct planning meetings,
agree on objectives and establish methods, including the
logistics of transporting materials to and from the libraries.
The equipment and space which will be contributed to the project
in order to serve three law libraries and the law collections of
catholic University for a twelve month period.

Starting with the fourth month of the project, two trainees
from the participating libraries will begin to serve for six
month training terms. At the end of the first six month
rotation, the first two apprentices will return to their home
instithtions, and two additional trainees will serve a final six
month apprenticeship. Because these staff members come from
small libraries that cannot easily cover their daily operations
during the absence, NEE assistance is requested to reimburse
their salaries during the absence. These conservation trainees
will learn about a dozen different book repair techniques from
simple to complex, including replacing missing pages, cover
repair, minor sewing reinforcement, paper repair, and recasing.
The methods taught will be those used at Georgetown Law, based on
the manual written by Carolyn Clark Morrow and Carole Dyal,

1

(second edition) Littleton, Colo.: Libraries Unlimited, Inc.,
1986). They will work on material from their own libraries, that
will be shipped weekly to the central facility and returned the
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followi g week. With the addition of these trainees, the
facility that currently reviews approximately 300 items per
month, and performs treatment on about 200 per month, will morethan double its output. At the beginning of eadh training
period, however, there may be a lag in production, due to
intensified start-up and basic orientation activities. A brief
job description for the trainees is included in Appendix Q.

The final three months of the project will consist of anevaluation phase, when successes and insights will be analyzedand documented. The consultant will meet again with the
Preservation Planning librarians, in order to assist in reviewing
and evaluating the.results of the treatment phase of tho project.Clerical and administrative assistance for typing of reports,
training tools and providing documentation pravided at «3 ftethroughout the project period. This support will be especially
valuable in smooth completion of final reports and articles about
the program for dissemination to the professional community. AGantt chart is included in Appendix to display the sequence ofproject tasks.
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V. Results

Through ths leadership of many people, institutions andorganizations at local and national levels, the WRLC has
established a sound base, with the expuctation of significantachievument and ongoing success in consortium development. Thecompletion of this project will enhance the WRLC's ability,to
implement a coherent preservation program and to serve as a modelfor the advancement of preservation programs within the academicconsortia in the nation. It will enable the WRIC to take thefirst steps in program planning, and to lay the groundwork forestablishing larger and more sophisticated shared treatmentprograms. The WRLC recognizes that a wide range of preservation
strategies will be required to meet the complex preservationchallenge of providing access to the vast body of existing
research collections within university libraries. In theinterim, a number of positive immediate results are associatedwith this project:

Provision of preservation training for 12
professional and 4 non-professional staff.

Establishment of a fund of shared preservation
experience to lend support to preservation
decision-mlking within WRLC libraries.

Creation of an enlarged network of people with
preservation expertise within the univers!.ty
libraries in the nation's capital.

Identification of the nature and magnitude of
preservation problems in WRIC libraries;
generation of hard data that still support
preservation planning and decisionmaking.

Execution of an estimated 4,000 to 6,000
preservation treatments that will help to extend
the lifespan of and provide access to existing Law
collections within the universities.

Establishment of preservation policies and
procedures within the WRLC andftits libraries,

Automation of preservation information within the
NOTIS system to serve eight universities.

Success is assured through the commitment of the
terticipating libraries, and their appointment of Preservation
Planning librarians to work with the project manager and the ARLconsultant who will provide the structure, training, guidance andongoing technical support required for successful program
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completion. Together these librarians will form a network to
develop coordinated programs to meet the preservation needs of
member university libraries, including assessment of the
requirements for space, equipment and staffing of a shared
central storage and treatment facility capable of serving all the
libraries within the eight member universities. The clerical and
administrative assistance provided will ensure that the project
'materials will be carefully documented and the evaluation reports
will be uidely disseminated within the profession, thereby
extending the impact of this project nationwide.

Completion of a random sample preservation condition survey
across the WRLC member libraries will be taking the first step
toward identification and justification for addressing specific
preservation problem areas. Through the efficient use of student
assistants it will be possible to collect datu about condition in
a way that will suggest various treatment options. With NEE
support for data collection, input of data, and the nominal cost
of a computer program, the libraries can set forth to design
appropriate treatment strategies.

The conservation treatment and training phase of the project
is highly cost-effective, drawing heavily n existing resources
and building on existing strengths. Enabllng the Georgetown
University Law Library to share the expertise of their highly
qualified Conservation Specialist will ensure that the training
provided will meet accepted conservation standards. The
assistance given to the smaller participating libraries who are
releasing their trained staff from clerical responsibilities will
enable new skills in conservation to be learned, thereby creating
a larger trained workforce for preservation jobs in the future.
Furthermore, it will enable libraries to deal with preservation
problems through techniques characterized by high production and
low unit cost par treatment. Moreover,-the assistance will
enable libraries to begin revitaliting volumes that are too
fragile for commercial bindings such as volumes published within
the pe,iod 1870-1920. They can return to service some volumes
that would be irreplaceable in the commercial marketplace. In
addition, the program will provide a means for a year-long,
critical physical examination and assessment of collections.

The project fits well within one of the WRLC's majov goals:
"to implement a preservation progrmm to preserve and extend the
useful life of disintegrating library materials at the central
facility: and the libraries of the member institutions." This
regional cooperative program serves NER's goals and priorities as
well, by implementing a coherent attack on the problem of
deteriorating resources in the humanities, through "41e
improvement of r4search collection maintenance and through the
enhancement of the capability of the WRLC to develop f
preventive care practices.
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